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~what Whité Americans have never fully

understood-but what the Negro can-
never -forget-is that white society is
deeply implicated in the ghetto. -White
institutions created it, white institu-
tions maintain it, and white society

condones it.

Race prejudice has shaped our history

- decisively in the past; it now

threatens to do so again. White
racism is essentially responsible for
the explosive mixture which has heen
accumulating in our cities since the
end of World wWar II." -

-

*

-Report of the National
| Advisory Commission on
- Civil Disorders, March

1968 o
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FOREYARD

.,These papers - 'The‘State of the Art in Race Edtqption/
Training” and "Dilemmas and Designs in Race Education/Training”-
should serve sevéral purposes. Qmong these, they should ‘
alert practitioners and prospective consumefsQinjraEe'rela-

. . A .
i tions and anti racism endeavors. to the major issues and L

- wewn. s -

-
-

differences in the field. They should facilitata continua-
- tion of the dialogue that is necessarv fdr tha resolutioﬂ'

4 - e - oumaPands s .-

. of differences and improvement of ;ﬂéperation. They should '
state of the art. o -

a—
~,

<. i | provide the tus for a more thorough assessment of ;he
I
2
f

‘If these purposes can begin to be achieved, race:
¢¥ relations programs and other anti raéism'effort§ of many
in oﬁr country will owe a small debt of graiitude to the
United States Army and Major General Robert Bernsfein,
ichmanding General, Walter Reed Army Medical Center (WRAMC),
and The Nationél Institute of Mental Health (NIMH) and its
Director, Dr. Bertram Erown:; and particularly, o the thrée a
men who advanced the idea, planned it, and saw it through: \

Dr. James R. Ralph, Chief, Center for Minority Group Mental

o A~ o+ $inoman -
®

Health Programs (CMGMHP)(WIMH), Major Milton Grady, Cbief
i * Race Relations Education and Tralnlng Branch (WRAMC); and °
{

Mr. Rlcha;d Shapiro, Assxstant Chief, Racism and Mental P,

| Health (CMGMHP) (NIMH).

M. Carl Holman
Presidént

“.National Urban Coalition

5
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-This report of the Second. Annual Symposium'ou Race
Education/Trainxng is dxyided into two parts because
| of its bulk . 2 -

‘Ql

The first part coﬁsipts of ;hé state of the art ' . 2

Y R N 1)

p@per by John Coffey which reflects the'conzensus o . k

L points.of'ﬁiew of: the par%icip?ntl in the symposium, I . 3

] and the revised issues and.dilemnas focal paper by \
Dr. Mark Chesler - the. original was mailed to par- ; !

| ticipants before the symposium took place. . '

1 The second part -consists of the edited verbatim pro- ~
h ceedings of the symposium.” Only those names, words
- and remarks which might have caused embarrassment to .

indzviduals were emended. Nothing of consequence to

~ the state of the art question was left out. However,

much that may appear zrrelevant-was left in. The

. 1 D P SR B - B 4 2h S

hope is that the tone and flavor of the discussion

-has been preéérVed;
® . "&“

It is hoped that the reader. will study and compare
{ . the two parts to get the feel as well as the thrusg

of. the participants' experiences and concerns. <

-

I " The List of Pafticipants precedes. theysecond part:

)

ER&C
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NOTE ON PHILOSOPHY TO RacE EDUCATION
" AND TRAINING PRACTITIONERS

"We need a code of ethics like that adopted by the American
isychologicAI Association and/or The American Sociological
Association. .

~ +
¢ .

*We also need our own version of the Hippocratic Oath SO

. / .
that we will not be seen as Paid ‘hirelings of a special




mterest propaganda group. but as reliable, responsible,

self-governing professiﬁnals . \

r,
> Prom A Participant’s Workbook
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The Second Annual Sympdéxum on Race Bducation and Train;ng

was co-sponsored by. the Halter Raed Amy lled:.cal Center

(WRME) and the National Institute of Mental Health (NIMB)

at Was!u.ngton,, D.C. on Septepber 15-17, 1976.

PURPOSE AND PLANNING

t

s

|

'nxe pu::pose of the three ~day symposium, as stated in the

invitatzons that went out,

was to discuss and develop a

state of the art document on raéé education/training. The
meanings of tbe ter:ns “state of the art'

tralning vere not explained or defined

.
)

and "race educat:xon/

&

/

Planning for &he symposium was done by a Gommittee composed

of Major Milton Grady, Chief, Race\hlata.ons Educat:.on and

dining Branch, WRAMC; James ‘R. Ralph M D.

Ch:.ef Center

for Minority Gioup Mental Health Programs (CMGMH), NIMH;

Mr R;chard M Shaplro,
Bealth CMGMH of NIMH; and John Coffey as a private consul tant.

Lt. Col., Francxs Marchand, D:Lrector,

Ass:.stant Chief, Racism and Mental

WRA.MC entered the planm.ng process late, as did the six

The Commi'ttee;,

"race training"®

words

—~

. faé:zlltato\zs who were employed.

\4.

though it had difficulty with the concept of

and though it compromised on substituting -the

g

»

"race education/training” for the words

"race relations

.
/’ . é
.

v

Human Resource Dlrectorate,~
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education/training ’ failed to consider the possibilities that

this difficulty held for the symgosxum. In hindsight, this

ccnpromise revealed a basic dichotomy between WRAMC and NIMH
in their cooperative efforts.,end.portended'simila: diéhetoﬁies
for the symposium. F@Vealed that WRAMC's mandate to con-
duct a race ‘ralations program was not entirely compatible .-
with NIHH's mandate which was to conduct an anti-racism .
ram and the goals could not be reached through the same
)mq imilar processes. The goal of the WRAMC pr&gi-am was to
improve and maintain harmonious relations between the races
while NIMHE'S goal was to eliminate racism nationally in the
mental health field. :
¢

In the first symposium in 1975, 25 of 40 participants had
indicated that confusion in the art of race relations train-
ing was the p;ymery obstacle in their understanding and
PrActice of race relateqd actiVities. In addition, meny

ised questions about the paucity and, quality of research,
the lack of training models, and the apparent absence of a
philosoph-cal and theoretical base for race relaticns training.
Consequently, on Mr. Shapiro S suggestion, the Committee
established the objective of producing a state of the ar{/}y. |
document to meet these needs. ~In this sense, the Seéond
Annual éymposium was a direct tie-in anaﬂcontinuatiqn of the

first. ‘ .

Sy
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After some uneertaintf around funding and e postponement, and
as planning progressed, it heeahe obvious that while WRAHE.

and NIMH agreed on the need for a state of the arts uuamnt,
t:hey redlly needed different state of the arts mesmnts

© for then: own different purposes (Race relations actj.vitﬁ.es
. for WRAMC and anti-racism activities for NIME). The former-

required primarily process oriented approaches while the
141:;3:; required primarily task oriented approaches. ' Race -
miations required interpersonal skills and anti-racigm -

. required competency based t:ecbnicai‘assiatance skills. There
- were other subtle differences. But it m.too late to change

the format of thie symposium. Too much had been done that
could not be undone. Some of the literature, that had gone

out concerning the symposlmn, spoke of "race relations" and
some spoke of "race". The distinctiosn remained fuzzy right
through the symposiuln. T e '

~

The strateg:.es for the symposium were to (a) have a scholar/
practitioner in anti-racism endeavors write a focal p'aper
that would focus on scme issues and dllpmmas in race educa- ’
tion/traz.n.mg (the paper would be sent to participants well ’
before the symposium for their perusal); (b) get a nationally
prominent figure as keynote s'peeker who would gi‘;e a broad
historical overview of race relations and racism in the
United States so‘that'particip'ants would get some kind of

perspective on'how far the country has come and what their

"ty
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‘other things, practiéic'mer‘s in‘ race‘relatianﬁ yan.d a'nti-f‘_ _‘

racism training, ijnéﬁregted advocates, heads of consultant _
firms, government bureaucr#ts, Qaucatorg, and bthers'. periphérﬁlly .
involved in some aspect of race activity. |

\e +

. would make a valt;abfe contribution by p'roviding a possible
second i?erspective. (This turned odt't:o be true.). Also,
tliere' Were some personal apg *political® considerationg

.- connecte\a)with who should be inﬁted to participate: .those-

. who would feel hurt if not inviteq, tﬁose of some influence .

. who m;ght.become comiltted as ~advoc;ates to prograhnnatic '
goals and effofts, and those who might provide critical '. _
ix;'put to the pmceédings. | L

) ) _ ‘
4 practitioner and the fecency of his c;ogxtrlbutions on race
issues to schplarly literature.“ B ' ' S

-4 - " ¢




u;. thp Bnggs, seafs.nig,ctorv U,s. cauninsioh on Civil
ugm;s, wgs ‘chdaén as thé keynote Speaker' because his .
agancy is the zepmigory &zrm of tho liuratun duling
with racial conditionlzﬁn the V.S,Nand his expe:ience had

- “’a female Spanish He.:itam
. o

'end becanse a questioh ot
'in Plorida re raised. the

'Fbrce officer, two black male college professars, one white
ﬁemale admlnistxator of men:al health txaining programs

and one male Asian Amerxcan educator/gdvbcate. All were -
expefienceg ln grqup dynamxcs. jl‘w/'”*% e
. L= :

. Mr. Cfoey was chosen because of his«rdie in the first

gymposaum and his 1engthy experience in ‘race actlvities,
6

‘anludlng tralnyng and equtl opportunlpy. L~

'.

‘.. 4 ’ i - .
o« 7 . N -
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any structured experiances designad to promots understanding.--

) peace or harmony ;Ltwaan races of. people. ‘Ecwever. anti-

racisn education and training is qaﬁpao readily defined

though much anti-racism education and training activity
T~

. is promoted throuqh affirmative action programs, equal

-nploymant apportunity programe, civil righits Programs,
and’ ccnpliance programs designed to enforce civiy rights

statutes and. executive oraers

For erample, under Executive Order 11246 federal managers
are required to mcnitor grants and contracts to insure

that recipients of federal funds do not discriminate against
uanorities and also that the.recipients take a‘firmative

\actfons to hire and in some cases, -serve minorities.
- Training actiVities (conferences,worksﬂops. symposiums, etc.)
‘f‘designed to inform or make industry aware of these require-

'nents might be regdrded as anti-racism training. oOr a

symposium or conference designed’ to make industry aware of
the available minority manpower in:a given geographical

location might be billed as anti-racism training.

Under Executive Order 11478 and the Equal Employment ODport- '

unity Act of 1972 it became illégal to discrlminate against

. @ person in Hiring because of race, religion, sex or national

1 4 "

-~ ’
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L origih. In the Exective Order were réquitemené& for the,v‘.t
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R training of managers. and supervisors-/yhe development of

upward mobility prcgrams and the handling of regulatory

: procedu:es in discs@nination complaints. Most of the train-

_ing, }ha upward @obility programs and the eqnplainéa that -
.nsuea.wnrc focused upon the causes, etfects and racial/, -,

.bmltural differences that c:eated racial tensions and dis- |
harmony and led to discriminatnry practicas and policies.

‘Prior to the enactment of the above laws, orders anq requ-
,.Iatlons',{ax‘xd in response to the civil ri.ghts crusades of
the Sixties, wa vitnessed the estahlidhment of dozens of
anti-racism ttaining centers organized mostly by collsgqs

camopuses thev were taucht to go limp,

cover their heads, girls wear slacks or jeans¢ Was it
ki ’
anti-violence trazning? Self defense training? They were

taught to expect to be called nigger lovers, to be arrested-

if they sat if a black restaurant, harrassed if they lived o

in a black neighborhood. Were Schwerner, Goodman and Chaney

Pro civil rights activists or anti-racism activists? Probably

both, though it is doubt{gl whether they made fine distingtions.

For manVv decades in the United States, anti-discrimination

eiforts by the Quakers, the Abciitionists, the National

- | '

- e h L -
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| Association for the. Advancement of cOlcred People (NAACP)._

.'the Anti Deggmation League, 1aANT) “of B'nai 2'rith, and N

) | = others ‘were clouded by the semantic and philosophical oL

o ‘;ditferences asgocliated wtth ‘the Emerican orientation towards

J”,' “being dincriminating in our’ social and cultural’ tagtes and

| B choices as opposed to the moral and legal requiramants to
not' igcriminate against people because of their color. .
Discriniﬁation was :*qgf and good except when 1t was based

. on skin color. Americans had long been accustomad to being

" told they were discriminatory, prejudiced, bigoted and

unfair. They had never been told they were racists.

-

The fine dis%inctiod'betwaeﬁ'anti-discrimin;tion efforts
and anti-racism efforts was érawn with the establishment
of the U.S. Commission on Civil Rights in 1957 an@ the publi— | }
cation of its pamphlet, "Racism in America and How to Combat

. It%, in 1970. Between 1957 and 1970, under the aegis éf
the ﬁational climﬁte in favor of bléck participation in the
political process and the leadership of many organizations ] .
and institutions, but particularly the Southern Chrlstzan
Leadership Conference (SCLC) and the Student Non-Violent
Coordinating Committee (SNCC), action training‘centers were
organzzed throughout the country. Thelr purpose was to

ﬁ develop polltlcal and economic frames of references .around

issues related to institutional racism.

-

ER&C
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“'; At the sage time the white middle class phenamanon of race
awareness traininq (gersonal grawth) developed in a bumaniatic,
-osvchological, social frame of reference. And the\@wo e

4 "~ movanents worked toqether. ‘supported each other, to expose

-racism to. public view. ST e e ' Vs

{ The Voter Reqistration Drive directed by John Lewis; the

_ Whlfare Rights Organization activities of George Wiley; the .

‘4 | American Indian Movement of Dennis Banks and Russell Heans.'-

/- the unionization activities of Caesar Chavez, were nurtured . f
in the street demnnstrations that began in ﬁirmingham, |

'Alabama in 1955 and ended with the shootings and killings
at Jackson State College and Kent. State University in 1970.

< Direct action prograhs were no longer feasible in the face

{ | . of 'the para military actions prepared and taken by the

| . - police. Those who cared about human dighity and the rights

| of man, moved without real choice, from street confrbntation

-4

to change-from-within-Qactics, change agentry.

Thdy had no place else to go. The much debated police

raid on the Black Panther leadership in Chicago that killed

Fred Hampton; the use of guns on co;lege campuses to quell
dissent; the fury of.the annihilation of the Symbionese
Liberation Army; the awesome:display of police power during

the May Day Demonstratidns in-ﬁashinéton, D.C., all served

to give a clear signal that further change throuah confrontation

would not be tolerated.
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We learned that discrimination was good but racism was bnd .

."Laws were passed. The great American institutions took over,

and overt manifestations of racism soen were dispenaod with

'in mnch of the countrV*

-

The concept'pf insti tiona; raeisﬁ was futtber«ﬂdv;nced hy-
Charles'vl Hamilton and Stokely Carmichael in tﬂeit book}
Black Power, and a new and complxcated process of anti-racism
efforts began. It was a cry from the bus loads of freedom
riders, the staged black/white confroutations, the white
masks-&ialogues, the encounter groups and the sensitivity

trainfag.

".

7

Race relations training yielded the public stage to the Hippie

movement, the anti-Vietnam fever, and the riots‘following

"the assassinations of John and Robert Kennéd§ and Martin

Luther King. They received a shot in the arm with the Armed
Forces when black unrest led to confrontatzons on military L
bases and ships at sea. But the new emphasis was on fight-

ing drugs, inflation and crime.

©

From out of this background éamg 52 people - to the Second

National Symposium on Race Education/rraining to share their ,
concepté, definitions, attitudes, experiences and endeavors f
in race relations training, anti-racism tralnxng, race research

or whatever. Among them were ecqual opoortunltv protagonlsts,

race relatzons trainers ‘and anti-racism ccnsultants, advocates

... - . .—-.\—--m-—.# o cmmmanal




&

| and &hange agenis; military and'civiiian bureaucrﬁts'with"
' varying ﬂeqrees of :esponsibilxty and authority for admin-
 istering federal programs, ahd professors from colleqe cam- = -
- puses with moral and ethical investncnts and intellectual -
inter.sts in race, jnstice and meanity: heads of consultant
firms condnctiqg training or doing research in racially
focused programs, an observer from the Law Enforcement

- 4 : : C e— - r———— e ¢

Assistance Administration, five éontinulng education repre- ‘

A~

o sentatibesW an employee relations specialist,?a social worker
and a coummunity action program representative. Some, of
: '-"dburse, fulictioned at more than one level. T

Like all groups through all time, who hive gathered together
to decide on issues, they brought with them their own exper-
iences, biases, prejudices, egos, knowledge, weaknesses and

[ . R e

strengths.

STATE OF THE ART
During the preliminaries, each participant was given a Work-
book which consisted of six titled sections (Philosophy,

- Theory and Definltion. Marketing, Planning, Processes and

Research and Evaluation).

The following information was printed on the cover of the

~ Workbook:

ER&C

u.m by ERIC.
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H | \:-/ . . ) . .
. - DESIGN: This workbook is designed to -
T .-+ focus your attention on some of the
.issues that might be addressed in . .
assessing the state-of-the-art in ' o o
race equcation and training. It - -,
| - should be- completed by each indivi- T AR
| . - 'dual participant, then used for
. : S . discussion purposes in t:o lmalé.
L B - .groups. A Group Workbook 'shoul
‘ T : energe from the give and take of
discussion. The Group Workbooks
vill be used to write the final
: : state~of-the-art document which
. - reflect the consensus think-
| - ing of all the participants.

”

s

B N A I
-

INSTRUCTION;: Please do not feel
restricted by the format and . .

~  outline of this booklet. Add to

" it in any way that you want to.
It is intended to serve only as
& starter-upper, not as a guide.
All opinjons, comments and sugges-
tions will be appreciated.

Each small group w%s tq select a reébrder, & group represen-
tative.\aﬁd a negotiator as had been agreed to at the first
meeting between the planners and.faciliﬁators on the previous

~ day. The facilitators were .to retain the recorder's Notebooks

containing the group consensuses of state of &ﬁe art assessments.
. A | . ' A e
Each individual participant was asked to complete an Individual

Workbook and leave it with the coordinator to be reviewed and

analyzei)) S

All the general sessions were taped.

The state of the art in anti-racism education/training activities,

¢ .
/

o -12- 21
AN

Full Tt Provided by ERIC.

~
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‘being" defined as the ggneral_p_pqress and gonditions of efforts

to achieve better social behavicrs and gglitical/cconomic |

1rcsu1ts in-the relationships between the races, !hc six sections
~ mentioned above were examined from the point of vicw of the

v - 'p.ggicipants.' L C ‘<<

"!nc symposium began as p planned and ended with the following
product ‘which is based on an analyszs of six Group Workbooks

"suhmittcd by the facilitators, 23 Individual Workbooks
submitted by participants and the transcribed prescn ons,

. comments, questions and rcsponses rcccrdcd during 'g‘ eral

B sessions,
. Philosophy t RZ
»~ - o .
Philosdphies were generally aefined by tné participants as
the broagd, axiomatic assumptions, principles, beliefs and
ultimate values that support demncratic,anti bigot endeavors

to improve race relations or. eliminate racism.

¢
»

Participant philosophies ranged from the Juﬂaeo-Christian
Western Philosophy of Life and the 18th Centurv Riqh+s of

Map Movements to the Non-violent .Philosaphy of ng, Mgrfin
Luther King. |

Philosophical goals seemed to be overwhelmingly for pre-
serving the‘dignity, rights and respect of indivicucls. A
few indicated their goals were to,build ihto the humanist

-13 - 9
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- for governing itself. Some portrayed themsalvaa as Ehange <

agents restructuring inatitutions and systems. Othora sav

;fthemselvaa as combating the polarization of the’ racoa. They _

saw their operational goals as prcmotinq collaboration over.

4
competition. recognizing. celabrating and accepting difforencas

: (the anti-melting pot philosophy): liberating themselves and .
others from race and.elass struggle; and conducting non~violant

and systematic political activity.

At a lower level, the participante divided along the lines

of having confronting and dealing as opposed to conflict -
avoidance ohilosophies; collaborative philOSOphies as opposed
zg‘competitive; a eharing philosophy asiopposed-to the survival
of the fittesﬁg fairnesa, justice and eouality as opposed to

the Hitlerian philesophy of a master race.

The unifying philosophy, they reported, was human dignity.
Yet, the individual notebooks contained comments cf rage
and/or cespair: “help powerless people - cheat bluff
cajole - if you fail, try something else-it all‘pans cut to
self interest we (trainersl exist because there is conflict-
without conflict, & d be out of buSiness- the active pursuit
of equal distribution of resources and the ecuitable applica-

tion of rules and regulations are infinitely more important

Y.
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-than edncation/training-raqism 9 supported by . classic-
; .ism, ll. diversity of cultures, ecnnamics and, some sgy ‘
:nllqian." Co | T ‘“, | ,~‘ . | SN

This apparent dichotomy between expressions of'gbals and
expresiions.ot“neanq seems readiiy expiained sy c9nsidcring'
* . the fﬁqﬁireudnts wvidely extant in the field gor race relations
'eraiseis, race trainers and race consultants. Pﬁilqsbphically;-.
the participants reflected charactérisiicé of the three similar,
‘but different types of individuals. Race relations practitioners
were thought to think of themselves as morally committed K
activists. Race ﬁraining'practigioners were thouéht to'th;nk o
" of themselvés'§s confronting, no nonsense individuals. and
race cnnsnltanis were thought to think_of thsméelves as results :
oriented sociai pragmatists, and sometimes change agents. These
three, and a fourth type of individﬁal, the bureaucrats who ~
saw themselves as being involved because theif'jobs.required
- it, but morally committed nevertheleés, were all well repregented.

The feedback indicated that the social pragmatists " (consultants)
were sometimes viewed by their colleagues as existential oppor-
tunists, wheeler - dealers and money men. The confronting,

no -nonsense individuals (race trainers) were suspected of
£ “

Being emotional, irrational and divisive. The morally com-

mitted activists (race relations traihers) were sometimes

).

o
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ragardad as wall meaning but either naiva or coopted bg the _
' system. Nona of the feedback data raflectad on attitudea oy

~

_f | towirds the bnraauc:ata. o o ' ,1 .

solt partieipants ladicatad that the energizing force behind

| N

the education/training programs was ghe civil rights struggles
of the early 60's, the urban riots of the late 60°'s, the youth

ravnlutioa, the drug explosion and institutional unrest that
continues today. Tha.basic philosophical .ingredients, it
was indicated, were the moral'onqht‘- the Hebrew concept of \\

MISHPAT or JUSTICE and the force of rising expectations on
ﬁ' ' the part of minorities, especiallf blacks. The pragmatic

socio-econamic and political forces that had supported
] aacial harmony, justiée, equal opportunity and social-
.political participation through traznlng programs had beccme
pa:sive because threats to proPerty and institutions had '
disappeared. Most ﬁartlcipants expressed feelings of being
i | beleaguerdd, frustrated and outraged by the wzthdrawal of
' o support of racism training efforts by government agencies
and the general apathy of blacks. Some felt too that black
separation and black récism philosophies were countarproduc-
tive to their efforts. . ; .

Theory and Dgfinitions

.

Most parti capaﬁts ackncwledged that race education/training

: - 16 - 24
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borrowed itsﬁptinciples and techniques from group dynamic{/
.- -and conflict managamaht tHbory. One group defined_race f

| jrelations training 4 the art of the possible within the:
1imits imposcd by the typus of people involved. One group
stated that what it was doing could be defined in three gﬂix.

components: ant

N

-racism, race relations'and_cgltural

A sigﬂificagt'sfatemenyffram one group was that lack 61
dafinitionai understan&ing and aéceptance‘of.racc education/
training practidés and techniques introdudbd semantic difficultieg
~into tralning and changed it? focus.

By The:e was sqme attempt to define racism, but it was aborted g
] ) - .
- by time constraints and negative reaction to the word itself.
éne participant suggeéteq that the word "racism” should,nof .

be used because it was negative and blocked communication.

Attempts were made to define other terms such as manipulatzon,

7 L]

oppressor, genoczde and colonial mentality, but they were

; unsuccessful and were dropped evefitually as counter productiye.

- ° r 3 N
/ X
- ‘ N -~
o

- Discussion developed around the concepts of institutional

versus personal racism; institutional change versus personal 4




-for the client threcugh the media,

§
I

gsin t k versus process orientation. and'humen relat;ons!

® & - —en

Versus. ti-rscism efforts. - . oo L

s, .

"It was agieed by orie’ group .that detinltions in :aif sdncation/

- - -

trsininq_wers a serious. problen. And nlthough it was possible -

to defins. unssure and do somsthinq sbout it. ths 1mportant
thinq for the symposium was to convince pPeople thst racism
exists. ~ -

. | Harketing

Feedback on marketing was prefaced by statements indicating
that it wss aifficult to do:. Race Relations education/train-
ing wus permitted,when racial issues threatened an operation
‘oz the achievement of a goel Oor was supported by'moral and
ethical beliefs., The only time race education/training :
personnel were called upon was after a oris;s had developed.

In terms of marketing programs, feedback suggested that race

relations andwenti-raoism programs were easier to market when

. -

.they were offered as human relations programs. One of the greatest '

difficultles in marketing, it vas suggested. was convincing
management tha:Kbositive results could\be expected. |

~ The best marketing opportunities seemed to develop when race
educatlon/trarning programs were m1551on oriented, i.e., would

- sustain a market, increase sales, or get good Public relations:

~

8- 2 '
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Good packaging vas nnid to hnva been prcvud a gccd‘unrketing
hniqun " However, thc most nuccenntcl nnrketing effortn
vere blned on prtgnatic rtlultl luch as reducing thn numbcr
| of EEO camplaintn,—convincing nunngcrs thnt a race odncnticn)

training program would save then tinc and monay or convincing
mnnngemcnt that a criais would be prcvcnted

The most dif!icult nnrkating efforts 4@:3 raported by voluntary
‘agencies where race oducation/training pcrnonnnl wcre unpaid
volunteers Some churches a vcided inviting officinlly
~snnctidned race relations programs and even prevented them
:!rcn.being hcld in -their facilities. Mnrketing wnn eanier o
whan church doors were threatened with.being cloned by the
fluxes of changing. neighborhoods puring periods of high
-'tensicn, as when a district was undcr court oraers to
desegregate its schools, race relations clcrgy reported
hnving 1ittle difficulty cxchanging ideas with ccm%srit{f
leaders,-but few formal tgnining programs. _
‘ # -
", "On a personal level, mcrketinq:was rcported to be mainly :’
"thrcugh word of mouth. »bne ctream.oé thought suggested |
that race educators/trainers were often selécted on the basis

of their reputations as pacifiers, for being the *right"

race or sex, for being ncn-contrcversial and non—confronticg,

for their acceptability in the system. The most financially

[ 3
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successful bleck trajiners, one ﬂtrpicipsnt stated, were those

s

‘%'

who were culturally white.

- » L]
) - : b e

uino:ity trainsrs werg. répor,ted used as front men to pose-
as team leadersﬂi;-securiﬂy eontracts. while the real hrsius
and lesdership would rest with a white who was ostensibly
a ‘jJunior member of the tean. AP - .

P

Two participants qtated that assignment to. race education/ ‘
trniningiércgrams had demegsd their reputations,and careers.

.- Planning ‘.

- ! -~ % -

‘
(]

¢

[
-

Plsnning was reported to hsve heen done around the objectivs

of meeting expressed needs , No planning to change attitudes |

{
or beh%viors was reported arthough sGVEral references to

under the section on' philosophy.
e ‘e v, »
- .Much race'education/training activity was injected i

]

inclusios of behavior modification mthodologies vere ‘made

)
-

-

affirmsti&e action plans hecause it was more acéeptable to

*

clients that ' way;‘ e ‘ -

Planning was usually not 1ong range, but extended only teo

" the point of satisfying some legel/or regulatory requirement

that a client'was under some pressure to meet.,
\

’ . ’. ‘# . .' . - .
sqme'perticipants.suggesteq that the planning phase was. .
. d o o L t e

~N




important as a period dnring whinn'opportunitias to effé&t

' chnnge could be develaped by identifying advocates, determin
ing 'what risks could be taken and who the risk tekers were,
cxnmining assumptions of change and developing orgnnizarinnal;)'
nngpnrt systems. | : o

-

The reason for the lnck,of common approaches to common .
»  problems in race education/training planning was said to
r.ault-f:om,rhs lack of contact and communication between
practitioners who were widelg isolated. | | |

Planning, it was gengrally agrné&, vas usually railored to
1ndivi¢un1.re§uirementn, or to the needs of the client, al-
though one of the participants detailed a planning process
involving trainees in choosing from 40 or 50.'racial con-
flicts” the five or six that participants considered priority

and wanted o learn to Aeal with.

L)

Additionally, in a large government agency and in the Armed
Forces, planning was described in scmn*instnncés as‘ﬁighky
organized, integrated with other planning activities, and

-

shared on the civilian side between the training pfficerih

the Focual Emplovment Ooportunity Officer nnd thenmanagemsnt.

Even in the military, according to one partrbipant the
primary objective of planning was to get the best PR for
the boss and the most bang for the buck. Most said that

~
- 21.-
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" ;tﬁe;qual;ty of pianning.usually depended on how much t@g;/‘
- down support was given to the programs. |
! B tederal aqency participant rcportad that all race auarcnell

tratninq under his direction wes based on agency-wide
atritndinal surveys and class/sex dynamics.

Ahother participant reported a ﬁevelopinq program combining

EEO goals, Affirmative Acﬁion Plan (AAP) goals and mce relations.
The relatively new organization has -planned to incrmase the
number of minorities in the organization and in hggb.level
o positions: provide knowledge of state and national laws
ltfccting'minoritios: deviaa strntegies for implementing
policies; and improve communications, problem solving and
self awvareness skills. This departmengal Program included
race relations trainiﬁg only as a4tié-in with affirmative

action.

The same participant reported'specificallx’what the groups
srated generally-that the program was gerting implemented

bnly because tﬁg_governor had put pressure on the agency
director. Prior to this, ‘the program consiégld of statistical

- remrts .

N,
Also, the particxpant, probably not a trainer, was won over

to an advocacy approach while attending a seminar billed

( as AAP Plan Writing which turned out to be an "awareness"

session. : \

D)

. Jl)
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}? The teedhackkindicated that good planning is done in nandaﬁ
| | “tory ‘race education/training progrln-. but little is done
Y 1n,v01untary programs.

. , .
-1

Processes

.

New organizationalland training ﬁiocessos were described
that were being developed to meet changed conditions regarded

{-

1 . by the great majority of participants as regressive.
y .
]

The U.S. Marines, for éxample, were said to be undartaking
i 4 to train all leaders in race relations and to make each of. them
s rusponsiblé for training their subordinates. The training

process was sald to be geared to rational discussion and
' \

debate, and strict observance of military courtesy and custom.

Aﬁ a university, according to one participant, training pro-
cesses involved six stages. Stige 6ne reqpifed making parti-
cipantgvaware‘of racial/cultural/sexual differences through
information sharing. Stage Two dealt with definitional
analytical activities. Stage Three required the use of and
familiarization ﬁith measurement of racial attiéudes in a
§ersona1 assegsment.~ Stage Four involved looking at sources
of racial attitudes. Stage Five involved setting fpersonal)
f éoals. And Stage Six involved establishing (personal) goals

f for future béhavior.

}
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From 6ne s¢hool district, Children’'s Creative Responses to
~ Conflict Programs were reported to have been instituesd The
.__ o programs wn:- not described. - ' ﬁﬁé

The Arny'wnp raport.d to be combining race ralationf?tzain*
ing with BSO lnd,nnaagunant type trnininq, diluting the role
of race :elatious in the View of aqma

\q b

Apparently, it‘thn reports were correct,the need and use
of confrcntive tactics and onryour-feet, ‘hands-on type
training skills are now minimal’ though they may be necessary
) again in timu of crisis. Thc trend seems to have tu:ncd
from the app;ication of behavioral psvchology techniques
and towards organizational management techniques; away from
soft sell and tounrds hard research; away from personality
and charisma and towards performance and results. But the
< asﬁéssments of many of the participants were that'these trends
- were being used to conceal the unconcern and apathy felt

1. towards the problems of race.
Research and Evaluation L

‘Research was described by most participants as a politically
sensitive area where very little was being done. This view-
poin% was strongly opposed‘by three people who indicated
that good research was being produced‘but was not being made
available. Further opposition came from a few who felt that
S | e

\ |- 32 | f
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-‘ﬁhiln guo& researchrwné'available and could be done, 1t was

n.cennnry at present, to remain as ambiguous as possible .
b-causg of the national attitude and climate regarding race.
Most however, clonzly felt that it vas necessary to be abin

to define and nnnsunq,nll aspects o! race cducntion/training

A small group maintained that betause race oducation/train
ing was so political; and because, 'When clearly th:entcninq '
‘goals are well defined, they (the goals) are put in jeopardy

‘Dy thn power brokers in-the systen, the great need in research

wvas systens to monitor race crises and incidents to help
idontify concomitant conditions in terms of where they occur
as opposed to whera:thny don't occur.

Though one participant was doing sophisticated research,
most limited their research efforts to follow-up surveys on
tfninae actions, attitudes and feelings; compiling inventories

of various kinds; answering inquir1387'q£c.

~Raseargh models that were employed in one way or another
ware Wolfe's Model for Conflict Resolution; Lauffer's
Simulations; Maier's Role'Plaks: Kiresuk's Gnnl Attainment
‘Theories; Mercer's Cénditions Agsociated with Good and |

Bad Outcomes in School Desegregation; and others.

4
» .

Some cited research outcomes in terms of increases in minority

and female participation, employment, advancement and upward

S 25- 34
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‘Bave little value except for 'sellinéf one's self or one's

mobility as the kinds they did. Most wers dissatisfied with

-end-of-training evalnation.effortl. They were thought to

program to a future client.

e -

Overall, the feeling of a need fo:'bettér research remained.

{

ISSUES AND CONCERNS.

Great concern was expresed that race éj\cators/trainért be

competent and professional. Among the standards advanced

for the identification and recognition of personnel engaged

“in race education/training programs were competence and the

ébility to continue learning. Criteria;te determine if

. standards were met included a backgroupd in the social and -

behavioral sciences with experience in organizational develop-

ment and systems technology. : .

Other comments were directed at the need for skills as
opposed to "just blackness”. References from two workbooks
were made about blacks who were incompetent, had become

culturally white or had sold out.

One workbook contained a suggestion that race educators/
trainers should be required to subscribe to a moral or

religious dimension in decision making. ~

~

* Most of the participants favored credentialization of race ’

<

34
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é- " educators/trainers as a way of getting better recoqnition and’
imprcving coupet.ncy.bnt opposed required credentials.

\

“BY' of prsventing educators/trainers fran using group pro- -
* ‘casses to promote themselves or their philosophies, mike
moral judgumenta, or harangue, was a concorn for some, as

“was manipulation or domination of groups at the expense of

‘group process principles. | _ e

The major‘cancarn expressed was that human relations training
‘was béing nqqlectgdr human values ware'being downgraded and
human ideals were being replaced by materialism and institu-

- e o - -

tional indifference to human needs, ~'- 77 T -

fA major need that was expressed was for identifying how self
' interests of whites are served by elimin;tiué racism. It

was sﬁggested that professionals in the field of public

rq}ations qight bg'used for this’purpose if funds could be

four‘ds‘: .

SUMMARY

. L
The Second Annual Symposium on Race Fducation/Training was

* dominated to some extent by feelings related to the deemphasis
nationally on programs cf civil rights, race relations,
éQuai opportunity and affirmative action. Bduéation and train-

! . .- ing programs in those areas have suffered heavily. Basic

EKC ' 35
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differences between the practitioners ‘in these afeag of effort
were surfaced due partly to the shrinking market for their
services, but mainly because of their differing methodologies |

' and philosophical appioaches to th-'same or similar goals. .

The goals of race relations programs (to establish racial har-

. mony) were suspect because they suppbrted other goals (combat

readiness, pacification efforts, good pﬁh;ié relations, ete.)
that were not compatible with moral, econcmic and political
goals. |

Anti-tacism ééucation/training goals were peréeifed to be aiired
exclusively at whiteg and were seen as conf;onting personal

and institutional racisp on an awareness level without provi-
sions for planned c?ange.

¥ o :
The race consultant's goals were to effect changes invinstitu-

tions and systems through organizational development; consnlt;-
tions, advocacy, expertise and, scmetimes, education/training.’
Their change strategies and goals might. or ﬁight not rqla;e
to racial IZsues, although all espoused racial justice as a

concept.

Phiiosophical foundations of the approaches to race education/

training activities'were-deg}ved from reliqgious, economic and

- political bases, and rangeé/from a need tc :eaffirm the quest

¢
for the moral ought and justice through direct action and




. g ~e 2wln. o ' e

l laissez faire entrepreneurship.

. .. Race mcaucn)tééinina theories derived principally from those .

_ of. groun-dynamics and group. psvchology, with undervinnings of sup-
pOtting eonc'pts from religion. ecomnumcs. politics..mnnngen.nt
and "the strest®. ¥o progress was made in differentiating
definitions and mathoéologies.

Indicatious were that tho:a are n"ltanda:d £o¢na1. or organized

* marketing approachas to race cducation/t:aining. Hnrketing is
done usually on a hit or miss basis. Practiticnnrt renain
hasically at the mercy of the client, and seriocus ethical and
moral issues are related to-this condition which also has a
negative impact on seriocus planning efforts.

Planning was generally gedred to the needs of the client, hut
‘surreptitious:pianning activities or opportunities were some-
times initiated by practitioners.

iraining process wure'not thoroughlv discussed. Some all&ga-
tions of violations of group process principles by certain
practiti;ners were made. There was serio;s disagreement on
tactics in group process. On an orqanizational level, train-

ing processes were seen as effectively captured by clients.

Though some sophisticated research and evaluation in the field
L ) of race education/training was rgported, it seemea-not to be
j - 29 -
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l directly related to the elimination of rac:l.n, or the uta.blinh—

"“1° ° ment of harmonious rtlationn batween the races. )

-~ T

| !:x;_ghgn areas, most of the participants saw needs for improvements |
1n accessinilitv and scceptability to institutions. They suge- .
gested more sophisticated staff with documented experience and_“
‘credentials as one of the necessary steps to improved accessihility
and acceptabili‘v. Practitioners, it was suggested, should be
ecmpletely knowledgeable abbut the state of the field 6! race
relations, inclndiné”espéciallv, thé effects of lawsuits and
government policy. = | - ot

It was suggested tﬁat race education/training programs should
not be undertaken withont the firm commitment and high visibility
; of managers, that training assigmments should be undertaken

without pay or other rewards when the situation required it.

> . ‘ '
- The Second Annual 5ymposium.oq Race Education/Training revealed

thé schisms that have developed in the movement. Bitterness

] ind distrust, fed by a worsening economy, the seeming disinterest
t of blacks, and the truncated approach to minority problems by
government agencies, have feplaced the upifying gfforts*of the
Sixties.

»Though morale is low and human rights and relations are being

neglected, the issues werz cleer. The art of developing warm,

-
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friendly and effective coope:ativa relationships hotu-cn\pooplol', o
" and organizatiens are more necessary now than ever before. The
need !or honest self assessment by race relations people, by
anti-rlcism people and by organizational development people
-must somehow be met.. The strnss of f£ighting for a piece of .
the pie mnst be ova:cono by delibarate choices of rolcs and _

goals within thxzfnitying .philosophy, thq‘dignity ‘of man.

‘Clearly, three different atrains of human 1nteraction cndna§prs
have developed. They should be clearly dcfinnblo in terms

of philosophy, idcology and goals. As the struggle continuas.
the issues should be resolved One can only hope that with
‘resolution, will come deeper; more ccmprehensive understanding and
acceptance of the meaning of the dignity of man, and inclusion

of blacks, women, and all other so called minorities into the
mainst:eam.ef American economic and political life.
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Dilenmag "aid Designs in Race Educati'on/'rraining

LI
: -

Mark A. Chesler* . - .

]

Revised versiqn of paper é:eaented at “Second Nationai’

n and Training,"”

-

. Symposium on Race Relations Educatio

washington, D.C., September ‘'15-17, 1976.

-

*In the preparation of this Paper, I have drawn freely on
the ideas of my colleagues Eunyan Bryant and James.Crowfoot.
Milton Grady, Kate Kirkham, JoRn Leake and Richard

Shapiro also graciously shared with me their reactions to
earlier drafts. -
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g ' Thopnxposg'qf'thxs géée: is to sketch some of the
‘=nmmn$ issﬁaé aﬂd‘dilemmas‘mnﬁt of us encouh;gr in designing
and doing race cducation/t:aininq I do not :Lntend.
mxcapublo. top:cvid.anmntouchotthucdums
Rather,” I hope that by dtaw:lng then to gur attention I can
'bo;p us alJ. reflect more dcoply ud share more fully on
these majo: problams in achieving social justice in America.
Race education/training is only one of a !aricty of
change strategiss available to people conc-xn-dkwith rtducfgg\
_er eradi %ating racisnt in Anorica.' Orgnnizational changn cf.f.orts,
cumnunity davtlopmnnt programl, new 1egislat1v- or judicial
. poucies, alteration o.f. polit}!.cal stmatum, and trmtoma-
tion of our economy are but -examples of the wide range of
other inpo:tant strategies. Although race edncation/trnininq
is itself a limited strategy, 1t is a nacessary component of
any change progtnm, ;ince sooaer or later all institution&l or B
" structural changes must be implemnted and supported at the .
pex;sona]_. level. ‘Bow ver, race edncatian/training is not a
: ea/:.f for the reduction of racism and in
some circnmﬁtanceiit may distract energy - - £from other important

'l'uffici.ant program i

'objec..ivesﬂ ‘The reasons for these preliminary statements about
the importance and litnitations of race educatian/train:.ng will
bccome Clearer throughout this paper. |
I can signal the kinds of issueg and dilemmas dealt
with in this paper -in a table of contenté:
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.Q;; Definitions °

I want to begin the_diséﬁssion of diliﬁhas;in race
oducati&n/traininq byrfocusing}on alternat;ve dafihition@ of (\3
the terms involved. Each definition carrles with it implica-
tions for our diagnosis aboyt the society and our goals- and
objectivas,fd:'cpénge programs. Disagreements over preferred
'definitioés illustréte the political nature oé diffegpnt;out-
looks'gnd‘goals i$ this entire endeavor. The definitionms,
" here pr,elsewhere, are not grﬁitrarﬁ, and on:=language reflects
'Bu: culture and,qur“ﬁoliticg every Bit.as much as do our goals.

For instance, the Conference title (and thus paper title) is

"Symposium on Race Education/Training." It could have been

" Symposium on Anti-Racism Training.¥ would that’pave ﬁade any
difference? Would anyone have had different iniﬁial reactions?
Expectations? ‘Do these different tgtles,.ﬁhich are different
ways of talking_about‘our~comﬂon prégraq'cﬁncerns: reflect

different politics and.different‘goals?
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I assume that a basic goal of all race education/training
iq the rodahfion or eradication of racism. The term raoism |
. is used by various people in a variety of ways; it can be de-
. fined primarily by:five broad forms of evidence.
| t}) 1. iQ effects or outcomes, as avidnnondvioytho unequal
oiaféibution of economic, political, and social status
:ooources or rewards to vaiied racial groups. >
2. In personal acts or behaviors, 15 evidenced in

individual performance that creates disadvantage or
“lesser privilege or reward for some people or that
.+ . leads to them being discriiminated against.
: 3; -In porsonal attitudes or values, as evidenced in

public opinion polls or survey quEE_lonnaires of a
broad range of the American public.

4.  In institutional procedures, as evidenced in racially

discriminatory mechanisms that provide' differential
.advantage and privilege to people of different races,
including locating the means of institutkonal control
p;edominantI; with one group.

. 5. In cultural values or norms, as evidenced in symbagl

systems flanguage), value frameworks or fashiong more
. highly cherished by one group than another being

accepted as the "right" and the "good." Further,

in the ways some social_and political roles, expecta-
tions and identities are distorted and/or made

} ‘ avallable only to selected groups.

t . ) v
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or definitions, help distinguish between individual racism
. - M
(92 & 3), and institutional Xacism (#1, 4 & 5). They also

Tﬁcse five alternative but non-exclusive forms of ividenca,

N

distinguish betwsen/culturfal or attitudinal racism (43, S5)-,
. M s

and behavioral racism (#1, 2, 4). The following table may help -
] e | -
_i;lultrato these distincqions. | ———

Table 1: Kinds of Racism-
M

Attitudinal Behavioral
or
Cultu;al
Individual Personal attitudes, Personal Acts,
Opinions, . Behaviors,
) V&lues . , Choices or
_ non-choices
Institqetional Organizational/societal Organizational/societal
| - Norms, Symbols, . Procedures, Programs
Pashions, Myths Mechanisms

My working definition of ra;ism suggests that it is a
set of behaviors or institutional acts at the personal/igstitu-
tional level that create or perpetuate sets of advantages
or privileges fof whites and exclusions or deprivations for
minority groups. It requires, in addition‘to a sét of social
mechanisms (institutional practices) and an ideology (norms/
attitudes) of explicit;;}ihplictsuperiority, the power to

implement and maintain Stems of privilege or deprivation ~ .

(Carmichael,& Hami?%on, 1967; Rnowles & Prewitt, 196¢9;
-~ '
Tumin, 1969).
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_ believing or acting in ways that maintain racial privilege and .-

- ——————— e et e e - ———

oppr-ssion always deliberately 1ntend that gstate of affairs.
In fact, the' levels of consoious p:ojudico or dsliberate. - . ._. .

- —

discrimination may vary gonlidorlbly. ‘But 1ntcntion511ty Lg‘ﬁot -

necessarily the important issus in racism; it is not :l.rﬁlcmt.
but neither is it always critical. People and institutions can .
- angage in racism without knowing it and without meaning to do
s0. In some cases, their actions or policiosiﬁava direct and
immediate impact; in other cases their more passive résponau
have’ indirect maét through other mechanisms. But in what-
ever way persons or institutions contribute to a social con~
dition wherein minorities receive lesser social and economic
rewvards, they help maintain and advance racism and injustice.
Racism is not an ephemoral, occasional or eqpilg
avoided problem in American life; it is a deeply embesdded and
fundamental part of our culture and politicﬁl-economic structure
(Chesler, 1976). If it were otherwise we would have a much
easier time understanding, confronting and changing it. As °
others havi#;ointad out, "In America, in the North as well as
the South, it is norma; to be a racist; it is behavioral
conformity; it is fully(sanctioned with rewards ‘and punishment
(mostly of a material'nature) (Hodge, Struckman and Trost, 1975,
pPe 81)." Thus, it is hard for any of us brought up within a
racist society, especially to the exterit we benefit from the
privileges of that society, to see racism Clearly, and to'

distinguish it from other forms of "normal” behavior. As

¥
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Fiman, et. al. argue, the persistence of racial and saexunal’
‘diqczimina on may be due in part to tﬁq 'widospruqd failure

to comp how disgrimination works, especially hoy it'is
perpetuated without any patticu‘lar motivation of intent by - -
~ the uomlpnctim and procedures of our institutions (n.d.-

P- 1)." inattempt at such mmim is not only part of

& good race education program,if is essential to our own efforts
here to consider the design of such programs. - ,‘

According to my definition, :aéisﬁ is not a bilateral or

universal process. I use the term to refer to what thtos do to -
blacks and to other minority groups, not: the reverse. The reason
is that institutional norms and mechanisms operate over time only
. insofar ag they are supportéd by societal power. In our society,
the powsr to ;aintain such institutional control and its advan-
tages rests in the hands of white people, not in the hands of
minorities. Thus, blacks m;; be said to be prejudiced in their
personal valﬁes, opinions, or even to engage in personal acts

of discrimination, but they do not in this sbciety have the
systemic’ power to engage in institutional racism,*

*Under certain circumstances, we might imagine exceptions,
First, there could be isolated pockets of society where

blacks have power, real power, autonomous from white control.
These blacks could be racist toward whites, although I know of
no such conditions now. Second, blacks could be co-opted by
whites to do the work of controlling or discriminating against
other blacks (or against Chicanos, Native-Americans, etc.)
Under such conditions, those blacks -could be said to be racist
to other minorities. It seems ,to me reasonable that others
might prefer a bilateral definition, or one that pavs less
attencticn to systemic power and more to pPsychologlcal
attitudes or social psychological interactions.
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" The largest minority group we must consider as the victim °
of racism is black people. But chicanos, Puertorcicanos and
other latinos or hispanih—hnn:icahs are also part of tho'pictu;l)

as are native Americans or native éedplos (better yet because

[ PP AT S, oy oW ope. -

- they pre-date "Americanization"), Asian-Americans, etc. The
quality of oppression, distinguished primarily by race and
color, demarks these minorities from other, numerically small

g:oyps) Jthat also have experienced discrimination in Miu.
The sheer multiplicity and complexity of racial, ethnic, and
economic variations among and within various minority groups
should alert us ;o the pluralistic riature of racism and its

effects. _ B L - | ‘

In terms of the realitites of institutional pd&er in
America, some may even want to reserve the term "Racism” to
describe the actions of that subseﬁ of thtes who are affluent,
male, adult and generally Protestant (WAMAP), for ;hey :e;lly
hold and broker power in our ﬁajor social institutions
(Chesieg;dhd Worden, 1974). In this sense, the oppressed'
or non-privileged may be others than racial minorities:; poor

white pecple, and whites of various ethnic groups also are low

[Ty

— on the distribution of political and economic resources and
revards. In stressing this point,‘Nbvack argues that "(white)
4 ethnics were the victims of 'white racism’ (1971, p. 81),"
]

I *  a phencmenon generated by the Nordic consciousness of early

British and German settlers against later arrivals from southern
[ v

; . or eastern Eurcpe. Differences which originated in national or

-39- s
17

!
ERIC



[

"k . ‘ethnic traditions, and were exacerbated by differentiated
~ access to power and privilegn in America, have rssdlted in
- vnrious levéls of privileqe and oppression within the white
S g:onp The rich 1nterne1 divtzsity of our ethnic heritage
' has not been realized, because “while esthetic cultural
diffarences wers tolerated in areas such as diet, music and
dance, a more :I.ntonsivq cultural pluralism that potont.ially
threatened the existing distribution of wsalth, power and
prestige was not (Dashevaky, 1976,,9. 191)." !hus "Nordigc"™
’csnttsl maskod diversity and subverted equality within the
vhite ccmnunity, as wvell as betwaen white groups and racial
;. - ninoritiss. Regaraless of the differcnt status levels 'and
| Privileges among white groups, however, the -white-black or |
whitc—racial minority differences are ovcrwhelmingly more
1mportant: I think they alone deserve the term :acism. I

will return to these issues. 1ater, but it seems useful to

| draw attention to them at the outset.

. The second major assumption I make is that a basic

. 'goal of all race education/trdining is the creation or facili-

tation of heightened forms of consciousness or awereness.

g "Awareness" about race relations also has .several dikferent

" possible definitions, each of which has different meaning for
the ctonduct and outcomes of edﬁcation/treining programs.

J 1. Increased information about the racial pluralism

of the American society and, most specifically,
increased white information about.the nature of

minority peopies.
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2. Increaséd information about the nature of whiteness.
in American society. . . thé collective.history of .
whits privilege, the cultural diversity of white .
ethnic groupings, the fr;éngnpation-and.opprnllion
‘of some gmugn of whitu- (on the basis of class or
othnicity) , and thc way racism effects whitc-vhin
:elaticnships. :
"3, Increased understanding of one's own participation

in personal racism, namoly an incroased understanding
one's own attitudes and behaviors. ° '
‘ ed understandin of one s enmashmont in a
1 o structdre of institutional racism, and within the or-
{ ganizations in which we work and play. . . go to

; ~ school or church, produce or serve, govern or defend,

ebc;“

S. Alteration of one's behavior so as to act in a self~

. ~

conscious and minimally racist way.

6. Implementation of concerted action to confront

institutional racism as it occurs within one's

life space, social éroups, and communities and ,

society at large.

-
-

k These alternative meanings of awarénéss range from new levels N
o of information, to new attitudes, to new forms of social be- )
havior. For some, a concern about education stéesses the <\
{ creation of new cognitive undersfandihgs and perceptions; (

that ‘can involve learning mcre about minorities, about whites,
- 41 - -\
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I oriabout'oneself. One of the dangers of teaching whites about - -
17 -""-"- minorities, is that such intotmation:may be put to a nunber
| of uses - not all positive or oriented to social justice out- -

o

cones. If 1ntbrmation alone is the content of educational

programs, it may be safer for the focus of information to
be upon crieself and one's own cultura. For in:tance,
_ - Novack. suggests that lcarning one 8 own ethnic idontity
{ and cultural history is critical. Mo o o 1F you cxplo:e

H ;.your own ethnic idantity, the effort will uot blind you .
| ~ .to the sub;le. provncative ways in which others difter from
+ ' you., To undersgand what it is to be a Jew or an Italo-

American is to gain some insight into the differences implicit
in being an Afro-American, into black pride, into black | p
Bolitics, and‘the~reverse (1971, p. 8)". stmilarly, Novack
feeis it is important for whites to understand the ways
powerful Nordic-Americané manipulated others' ethnic identities
by promoting an assimilationist ideology that kept nércomers
from promoting and celebrating their historic roots.

For others, active participation in new forms of
personal and instifutional:behaviqr are the most important
outcomes of educational programs. This stress recognzzes

¢ tha;\hew -‘perceptions and new actions are not only not the

same, but that they do not always go together in a visible

- 42 -
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and consistent manner.* Some time ago, Merton (1949)
argued quiée eloquently that persons may harbor prejudiced

o attitudes that are not reflected in behavior; and that per-

sons may behave in discriminatory uiys without 'huborinq'pth-
judiced attitudes. Thus, & programmatic stress on information

- and :e;: - .other understanding may not lead to any changes in
'bcﬁ#via:;~cspocially if these undctstandings“iro not connected

to the roots of interpersonal motivation and intsraction.
Bducational programs that focus on new behaviors, especially
hahaviofh undertaken in the context of small group, organiza-

.uccilsful.

tional or community contexts, ainay have more T“ of being .,

2. ammatic goals |

The discussion of definitions has included implicit
references to the goals of race éduéation/tr&inipg.,,l want
toAt:y to make these alternative outcome'statements‘ekplicit
here, so that conscious and deliberate choices may be made
clear. The problem of who sets the goals of a training
pProgram are as important to consider as the nature of the

‘ e — . :5

*Thus, the social science tendency to rely upon attitudes as
indicators of individual commitments or behavioral predisposi-
tions must be suspect; it certainly is different than observing
actual behavior or institutional performance. This is a long-
standing issue in social research and the problems are well
documented in two excellent reviews, separated by over 25
years (Chein, Deutsch, Hyman and Jahoda, 1949; Schuman and John-

son, 1976). Interesting arguments can-be had about whether the
reason for this inconsistency between racial attitudes and

-racial behaviors lies primarily in the nature of human beings,

the influence of social norms and constglints on individual
behavior, or the difficulty of accurate Social measurement.

-
¥
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choice it is, and to my discussion of that issue under the

. goals themselves. For now, let us focus on the character of

goals; but the reader should be alerted to the issue of whose

heading of The Contract. )

~_ The first set of goal choices revolves around the kinds -
of :acism that ni.ght be the target of change in an- education -
program. As indicat.d in the discussion of definitions,
that choice may include individual or institutional racism,
'at either the cultural-attitudinal or behavioral-program
level. That is, when an organizational representative asks
for a race education program, she/he may want help in changing
individuals within’ the organization, or in changing the organi- :
zation itself and in changing attitudes or in changing behavior.
There is substantial evidence that changing individual |
attitides is an %pomnt and feasible goal for an education
program. At the same time, however, there is increasing |
evidence that altered attitudes may not necessarily lead to
altered behavior. First, persons who alter their racist
attitudes (information-hased attitudes or evaluatzve
judgements) may not necessarily replace them with anti-
racist viewpoints. Second, persons with newly anti-racist
‘attitudes may not know how to translate them into appropriately
tnti-racist behavior,' |

It is also problematic to move from the level of individual

chénge to institutional change. The mere additive effect of

many indxvidual changes does not necessarily add up to”

- 44 - 50
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‘changes in organizations and inetitutions. Individuel
————

o.han_ge is, from my own point of view, simply not a sufficient ‘

goal in a nociety rife with institutional racism and iniuatioo.'

It may be a neoes:ary goel, a first step on the road to =

greater organizationel or inatitutionel changd; or, it nay
be a useful outcone of institutional changes. But the racism
enbedded firmly in institutional mechanisms and ideologies
~will not be countered by a -feow enlightened individuals. not
unlcss their efforts-are linked to large masses of others and
organized into coherent and ‘powérful social forms. An I
shall indicate ‘liter, institutional change requires ohanges in
the - characteristics of institutions-organizationl and oommities -
not-just in many individuals. - - . &
* == The second set of goal choices revolves around the
différent definitions of awareness that might be the tntget

ﬂ'- Or outcome of an education program. At the individual level,
again, I tried to distinguish between various kinds of
- "understanding”, kinds that differed in their internal or
external focus, their intellective or emotional focus, and
their attitudinal or behav;oral focus. Depending upon the

kinds of awareness elected es program outcomes, diffsr

skills would be valued in,program development'and different

| \
A third set of goal choices concerns the ;¥letion of

\

learning techniques would be required.

*Later 1 discuss the ways in which orograms can help people
move from individual changes to the potential of organizational

changes. .
- 45 - ,
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tho race education/training program to the goals of the -
org&nization or community within which people are’ oporatinq,
ror 1nstanco. if we seek to alter institutional racism, we .
Bust understand how racinn.might be related to the mission
'ot the egnncy or organization involved. Is racism essential
stox organizational effectiveness? Oz s 1t dysfunctional? .
what about the trainingloducation pzogram? Would its

the agency or o:ganizetion doeo not wish to doal with?
| The onduring and‘pervanive clidracter ot zaciam.in.Annrican )

_f __.oci.ty means we can expect to £ind it throughout all our

ogganizationn An organization oooking to eradicate it
',E' - is moving against the tide of the Ame:ican culture, and might
have to pay the short-run price of. decreased miasion
efficiency, increased internal tension, looe of consumer
o:;oommpn;tf Support, etc. 1In the long run, of course,
our hope is that the rednction of organizational racism

operations, more support from the

fleeds to.bptter internal reletion,, more efficient mission
:oommunity, etc. To be

sure, 1t is not completely sure tth this woulgd happen.‘ If

PPy

racism is the norm from which we are rewarded, organizations

that overtly run counter to that norm stand the risk of being
sanctioned negatively by social forces that resist such chengei'
t . - There is risk here, end organizatiocns may have to be pregered

‘to make sacrifices in order to move positively on an anti-

¢ racist agenda. | .

/
L
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As -we consider the relationship of race education to an'

- organization s mission and standard operating procedures, we
~ should examine the organizatipn 8 self-interest in generating -
such programs The goals of an education program may involve
helping an organization to survive in its present form, or
at least as close to its present form as possible. We often

see such an orientation active in the midst of a crisis, |
when g;oups or-organizations seek to implement innavative
(*\3xggrams in'order to stem éisruption and restablize or pacify
their lives. In other circumstances organizations may have
oals of making minor reforms, and may include race eduoation
programs as part of a move in the direction of anti-racistn
efforts. Such programming may use race education programs
as‘the first step toward more pptent organizational changes
in the direction of racial eguity'or justice. Or, on the other
hand, it may be'used.as a distraction, a toaen move that heads
off further reform by providing an appearance of change where

none is really intended. When root change, not just system

maintenance, is the goal, race education programming makes
. . ' - ,

"a different kind of sense. One key to sorting out organiza-

- tional goals is to direct race education to the internal /

i

issues potent in an organization. Such an approach prevents )
abstract programming that is unrelated to relevant organizational‘
goals, and permits greater clarity and integration (or dis-
entanglement, as the case may be) of the goals of race education
with the organization s goals for employing this educational
activity.

~ . »
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) Another important goel cheice is 1nv01ved in the need
to consider the reletionship of racism to other issues of
social jnetice in Amerieaa society. As Myrdal pointed out,
’ Hf "The Negro problem ie an 1ntegrel~pert of, or a special
’ phase of, the whole complex of problems in the larger American
civilization. It cannot be treated in 1solatiou' (1962, .
pP. Lxxvii). Concern about racism must be 115#.6 to other |
‘concerns with eliminating :exism,rege-ili and sccial class and |
| ethnic discrimination. - In turm, they all must be related
" %o basic: problems in economic and social justice that occur
) in a heevily bureaucratized, highly centralized form of
.eéate-supperted capitalism. To take only one of these ferme

of injuetice, end to seperate it from the others, leaves

'varibus groups of oppressed peoples Open to being played

off against one another. fﬁ\goneider any of these forms of

eociel 1njustice abstracted from its roots in our politicel-

economy le s us arl operetzng in a vacuum.
| ‘ - All education ang all treiainq is politicel, of course..
. } It all has to do with the reorganization of social values, end, y
‘ ! potentially, with the generation of different organizational
and societal’ programs Therefore, it is both.appropriate and
ﬁl necessary to raise these sorts of questions about the politicel

goals of race education/training. 1In many circumstqnces,
prégrams centering on individual information eﬁd understanaing
have been created and utilized as forrs of sociel pacification.
to satisfy pretestors or to provide an arena for the verﬁaiized
= 48 -
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4 .. cooling o:f'o; racial toaaiogs. Thus, some programs have
. tended to draw attention and resources away from the ittack
on basié,organizational or societal racism. If that s all
they are, thoj do not alter institutional patterns of racism,

/bor do they tap levels of avareness that include new behaviors
and new programs of social action. Nor, in fact, do they move

us toward a.sooiatf or organization that can realize our
goals of social justice. Throughout this paper, I shall try
to‘bo alert to these dilemmas of program design and uaaqa that ‘
can randar race training/eduoation at laaat useless, and at
most downright dangerous. | |
I consider working oa goala'of institﬁhiopal racism
more important than just individual racism, wa'rmg on goals
.ot activist awareness moro important than jnst ﬁﬂproving un-
"darstanding, and tocussing on the organizational or societal
roots of multi-faceted injustice espeqially important. It
romains to be seen just how powerful race .education/training
is in reaching. these objectives.. After all, we have lots of
programs, but relatively little ;ocial change that can be
traced to thém so far. o i

3. Ass npt ons about Change

. AllltOO'ofton, I/we embark upo; change programs based

upon the immediate opportunities at hand, or the resource;
ﬂ we have available, rather than also" carefully cons;dering

' ) our assumptions about how we think nges really occur.

,. .
Then we plan _on the basis of impligit or unconscious - assumptions,

| - \ a9 57
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L _and may end up doing things we do not really believe in. Thus,
'1/want to stress the importance of explicitness about such.

.aasumptions, and to examine several alternatives here.

| _ 70 set the £:¢nework for censiderinq these assumptions

"adequately,rtnembo: that vhen we talk about altering 1nst1tu-

- tional racism, we erl talkinq about altering values, associations, -
institutional operations, end their support in patterns of ”
established pou'r and privilege. Some of the follawing assump-

. tions might be fruitful to reflect upon.

1. Change comes through an appeal to the.dcmocratic
valnes and moral commitments.of people who have
the power to make changes. This assumption
suggelts that all Americans owe loyalty to most

of the principles of the Constitution and to values
about race reflected in Myrdal's "american Dilemma'
(1962). Recent research suggests that whites'
attitudes towards blacks have become increasingly
positive or tolerant (less racist) over the years
(Byman and Sheatsley, 1964 Campbef& 1971).

" Another interpretation of these deta is that
attitudes may not have changed, but that whites
are increasingly reluctant to express ant;-black
attitudes in the current social climate (Campbell,
1971). oOther data or interpretations argue that
there is more whz*e unclarity or amblvalence,

rather than negativeness or positiveness (Schuman,

- 50 -
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_196§). All three treniy may be net ga s for our.

_ conicerns. They suggest that as conf as ve all

_1 B may be, a fundaﬁontal American commitment to gglliez-‘;-:
| tarianism and to social justice can be cguntdd upon.

The change strategy implied here is an appeal to
good will. . . establishing grievances, serving up .
1a£9:mation about racism; asking torrtgir play,

etc. The uxpoctation is that on prnscntatiap of

this information, ﬁﬁc white majority that becomes

more aware of this situation will ehunq. itgelf -
"or the conditions and o:ganizations it controls.

i. Change comes through reducing the basic 1r:ationali§x

af prejudiced people qnd institutions. The basic
assumption.he:e, supportod by considerable sociai

.acicpce research, is that much personal and insti-
tutional racism is a reflection of irrational fears,

- prejudices, and stereotypes, generated via peoples’

| early socialization experiences (Adorno, et.al.,
1950). Supporting these assumptions of the irrationa-
lity of racism (prejudice) is a vast body of psycho-
logically oriented research. Generally, the following

critical variables or factors are emphasized:

defense mechanisms such as displacement and aggressive
{ . responses to frustration (Doob and Sears, 1939;
Berkowit2, 1962) » low self-esteem and categorization

(Erlich, 1973; Pearl, 1954); stereatyping as a

- ' : aY
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| functien of perceptusl and cognitive simplification
(Gardiner, 1972; rdqul,_ISGD; Tajfel, 1971); .

.~ Searches for value coherence and similarities, and .v- S .
e ~\xf\ " assumptions about sharing or not sharing othecs' |
.‘ - values (Rokeach and Mezei, 1966); and misplaced

. . OF exrroneocus- att:ibutianl concerning the causes
of social dynamics and ph.nonnna (Ashmore and Del
Bocu, 1976). The change ltzatnqy implied here is

h the reduction of white's defenses through programs o
| that include: (1) theripy that focusses on self- - .
L insights, raising of self- esteem, rtdnction of

" aggression via catharsis, etc) and (2) cognitive
training that focugses on increased information
about causes of minority behavior and roots of
majority éiivilcqe, development of more complex

" parceptual or rgas;ning patterns, etc. When such

" programs lower pooplésipsyéhological defenses,
they c&n be supported to engage in more open
behavior with regard ﬁo race relations. |

3. Change comes through putting people in contéct

with one another to overcome the ignorance and fears

bred by isolation,’distance, and sterethpe57 ,ohe .
important part of this assumption has been that

symbolic contact alone may help. .But the evidence

seems to indicate that traditional forms of symbolic

contact or educatitn (lectures, speeches, movies, and
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. £ilm strips about black people and cultures) does

little by itself to changgﬁpitel' behavior (Ratz,

1976). Thus, it seems more fruitful to consider -
‘dirsct forms of contact, for instance, those |

reflected in patterns of school and residential
desegregation (Deutsch and Collins, 1951; Racial
Ilolgtidz; in the Public Schools, 1967; Pettigrew,
1969). Here ﬁg s assumed that putting pecple

flngggather will reduce ignorance and fantasies and

help build more egalitarian behavior and positive

. forms of social adjustment. The great deal of

social research that has been done on "benign.

contact'luggeigs that‘thil&;pproach can be successful

under certain conditions (Amir, 1§7§;:

a. sustained contact. . . contacts made in school,

workplace or the military may not be sustained
unless they occur over considerable time, and
in vaq}ous institutional settings.

. b. intimate contact. . . contact works best when

it is more than superficial, but involves
friendships and the creation of mutual and
caring relationships.

¢. equal status relations. . . in order to not

reinforce old stereotypes and traditional forms
of white~-dominant relations, contact works best

when they occur between whites and blacks of

equal status (or even perhaps when blacks have

the higher status).

d. cooperative contact. . . competitive rdlations

reinforce old patterns of fight and flight,

and contact works best when tasks require whites
and blacks to be ‘ifdterdependent and cooperative.
This can be implemented in the f£orm of coopera-

tive or collaborative goals, and mutually shared

concerns and activities.
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e. ploalant and positive contact. . - contact
S . - works best when it is felt to be a pleasant .
S experience and when whites and blacks have
S - positiva perceptions of each other and of
‘their work together.
T o L. institutienal support for contact. . . contact
! vorks best when the institutional .setting within
: '+ . which it occurs is supportive and ‘rewarding
- of these patterns, pachaps even when -y:tamatie
authority and norms require it. )
Many attempts at generating change in race relaticts
thru "contact" have not boon cunductod in such b.q;gn
environments. The rc-ulta have been disappo tin’,
runindlng us that contqgts can.havt ncgativn o
\ o effects and :tinforca nogativ. st.rnotypcl if thoy
4o not meet theso positivn canditions (Carithers, .

1970: Katz, 1964).

4. Change comes through a reogganization of whites'

gg ptionl of their rational self-interests vis~a-
vis racial matters. The basic assumption hera is
————tal matters

A s e am G-

_that racism is not a pProduct of irrational fears o:
ste:uotypes, but a reflection of ‘the perceivad self-
- interest of whites in maintalning their econommc
and political privileges, even at the expense of
minorities (Blalock, 1967; Blumer, 1361; Ransford,
1972; vanneman a;d Pettigrew, 19725. Rothbart
(1967), for instance, suggests that white self-
interest will result in anti- black attitudes and
behavxor especially when: whites feel they get less

good education or other public services as a result

~ 54 -
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'; o ;: of desegregation; whites foef'thay are requiiad to
- live as a minority in public housing communities -
or cities affected by fair housing statues; whites
'feel they lose income and jobs as a result of new
| hiring procedures. - Accoéﬁing to this ansumptiqp,
! | :  effective race idncation/training programs would
| o focus on the ways ﬁorcoptiona of the environment B
i;» establish current ;elt—intor.sﬁ relationships. .
One tactic would .be to promote coqsiéerat;on of
whether those subjective perceptions of "gains® aré

. actually occurring, and what the "losses” or prices
- to ' |
©of those gains are to whites themselves*

i Od~i6m§ occiéaiqns;.ﬂﬂucatian programs may

9 . 1

/':ggggg the ggcoggition-that ﬁanx whitgs are not
(/ just participants in the exercise of racism vig-a—vls‘
| minorities, but also are the victims of oppression

- by other more powerful and affluent whites. Attempts
* to inquire into the ways racism may work to the
diSadﬁantage of some whites may help all understand

how their own position of relative advantage with

o regard to minorities may ‘be manipulated by a ruling
class of affluent whites ﬁho benefit . in extraordinary.

. ways from the current arrangement of race relations.

*Not only whether these gains and costs are real, but whether
the costs really are occurring as a result of black activity,.
or rather the controlling power of white elites. Balbus
(1971) indicates how false consciousness or a lack of cone
sciousness on these matters may create non-rational resistance
to change. ' -
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As Rotobort points Qut, “"the cost of blacks' ontry
into tho labor market is borno largely by blue-collar
workers who become resentful of the oonpet:ltion from

| blaclu This resentment, u.thongh understandable,
is un!ortmto hocam it :oolly should be directed.

| at middle~ and Upper-income whites who are not

Racism that soparatos whitu from blacks and

and Creates confusion and doubt within the white
population. 'I'he hostilities that often accompany
| i ethnic g:oup diffemntiq&on ancng whites (Jew

V. Protestant and Catholic; Pole v. Italian v. Irish)
is another example of division -~ this time among non-
elite elements of the white majority. aoreover, the
use of racism tq preserve and perpetuate elites'
ecohomic and polztical pPrivileges. works to the
ﬁlterzal disadvantage of white working pecple.

(Cox, 1959; Reich, 1972). As lower-class whites

- and females of all classes understand their exclusion

from the hicgher reaches of American society, and the

t
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; _iiy they are 9ppg§:scd and exploited by reigning .
i - elitss, they may.act eog.tndr to altar multiple ”;,_;;; -.
. : o st:u;tur;s of injustice - racial, sexual, econcmic, .
‘rgqional ethnic, etc. fBogqs 19701 Tabb, 1971).*  .
Race cdncation/t:aining programs that gona:ate
information about the state of this tocgtfy, that
eq?nact white and black people's oppressive life
aituations with those circumstances, and that train
people for pélitical action clearly reprasent vays - -
of linking race aducation/training to. this aasumption’
‘ about how change will ocgur. \

5. Change only counsthrougg substantial threat Or CO-
ercion of the ruling white majority. This assumption

suggests that white elites will not easily change
their advantaged positibn. . . at’least not without
perceiving that their ability to maintain advantaged
'positiéns is in danger. It 19&5& to the strategy

» *In fact, Novack (1971) suggests that "a coalition of blacks

and ethniecs (whites) will be inherently more stable than a
i coalition between intellectuals and blacks. For the real inter-
ests of blacks and ethnics - homes, neighborhood services, schools,
jobs, advancement, status - are virtually identical; whereas the
A - political interests of intellectuals are mainly those of a con-

sciousness that can easily and often, as blacks well recognize, -

be false (p. 257)". Obviously, arguements about the most likely
and effective.coalitions can go either way, but the test of which
we each elect comes back to whether we believe in the binding
power of "rational self-interest' coalitions based upon class,
or in "political value" coalitions based upon moral beliefs

in the democratic ethos. ;
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‘of mnbiliziag large numbers of migority People or
disaffected whites to challenge or confront the power
 of those who benefit most from the system of racism...::.
- (Blauner, 1969; Gamson, 197s; Lynd, 1973). Race
. adncation/t:uning pmgrniu operating on this’ u-;xnp- .-
tion would mc;. People how to discover the vulner-
abilities of ruling groups, and how to mobilize /™
credible threats to their power. (Kahn, 1970;
Friexe, 1970; Luxie,'1970). Two disginct stgps are
‘:l.nvolvud in §¢nerating such threats, . One requires
the mobilization of large eziough members of: people and
other resources so as to create enough power to realis-
ticaiiy chal;enge the power of elite groups to main-
tain their rule. The othé}'requires making this threat
craéible to members of Euliné grouﬁé.». . visibility
is helpful, as is the develppment df new myths or |
ideoclogies that suggest confrontation and challege (or
g@ybe even overthrow) is imminent,* 1In either case,
linkagés between rage education Programs and'otner
community groups or mass movements concerned with'

. racial justice make good sense.

to control the media and myth systems in order to maintain the
legitimacy of their rule, and the competitive divisions among
minority groups and between these minorities and poorer whites.
By the same token, low power groups' ability to influence

these same media ang cultural myth Systems may help them

make elites more vulnerable to their attack and challege.

=



If we are clear regarding our assumptions about how
changes in race relations occur, we each should be under-
{  taking only those educaticn/training programs that are built
on those assumptions. PFor 1nsta?ce.'rac. odncation/tra4ninq
L programs nay be very effective in instances where the asaunpticns

) | require or expect good will and in rpersonal contact as -
« conditions for change, but not in se requiring the mobilizaf
.. tion of power and challenge to phwnr groups. Or, the nature
of the‘assunptions may dramaticaily af qc‘ the choice of educa-.

i tion/training design, staff, skill traininy activities and

evaluative format.
I can illustrate some of these relati 'hips between

agsumptions and program designs in the following table.

L, Table 2: Some relationships between
‘change assumptions and target groups
' Target Groups |
Ao " Bo .Y ‘ c.

Assumptions about change Powerful Low power  Minority
_ : - Whites whites . members
l. Appeal to democratic - )
values. , ‘ , ..
# ° |2. Reduce irrational
1 prejudice.
« |3. Encourage interracial
contact. :
4. Reorganize whites' per- :
ceptions of self-interest. : U
3 5. Threaten elites.:
- 59 -
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.sach set of alsunptions about change niébt ‘make it mbr. L=
.inportant to work with some target groups rather than othcrs.

_equality or justice obvioully :tquizts wo:kinq with ‘target .
~pcpulation A. Reducing whites' irrational fears and prejudices
requires wgikinq with target populations A and/or B. Assump-
tion 3, hownv-r. encouraging interracial contact as a means
of change, obviously implies working with target population c -
as wnil' especially with B and in sono.circunstances with A.*
Hhat primary target populations nhould wve work with 1n,imple-
annting change assumptions é and 5. .

What skills ot ‘training outcomes would be most important
for each box (letter-number combination)? Greater information
about the society could be especially important in 4-A and B,

- and in 1-aA;. maybe elsewhere as well. Skills in political

organizing from below would be quite relevant for 4-B. and 5-B,
# | c, but not clearly so for 3-A,B,C, not in 2-A, B, nor in 1-A.
B. What other critical skills would you locate in various

- boxes? - ’ |
y {r  We ghaii,return to these design questions and choices
. about goals and strqtegigs throughout the paper.

4. The agents of education/trainiqg

Who should be conducting race education/training programs?

*"Especiallv* and "in some c**cumstances » because of the
research that indicates whites learn positive racial lessons
best from contacts with equal ocr higher status m;nor;tzes. . ..
not from those of lower status.

*
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Obviously, people of compassion and sensitivity and. intcgrity.
s-{ ~ ~and just as obviously, poopla who are sophisticated abbut the
1ssuol in race ralattnns, both in ‘terms o!-tho social st:uctuson :
and tho 1at-rpoxnona1 dynanics that aupport racism\ But knowlodqc
alane ia not onough: educators’ mnat be able to deliver or B
surfaco such infornation iu'wayl that are moaningful:and useful

to practitionnrs and community or organizational members. This
may require careful screening of academics and others who
have great. intormation-basod authority, but not necessarily
the ability to delivor it offectivoly to relevant audiences.
| | another important raquisite Seens to chnical skills
-~ in planning a variety of designs fo;'edncatien/trainihg pro-
"grams. Prograpming for race training/education is oifferent
-frgp‘other gines of educat;on;°althpgqh many of the same skills —~
'“1ﬁ.inhovaﬁive or experiZental learning systeme)wiil be'relevaaga

. &

Race educators may learn theso programming and change skills
'Uin various arenas (on the streets, in workshops, in movement !
‘f', aotivig}es), not only in the carefully accredited systems thaﬁ
‘;prepate multi—faccted and multi-purpose educators or.even human

r21ations' facilitators. In the long run, Lnformal word of

Lmouth and peer recommendations is probably tie best source for
IR {‘scfeenzng potential change aaents. Of course, there are
"various kinds of informal networks, some ‘are oxlented toward
'_':;:* 3 .

SRR R }>outcomes of cpnflxct paczflcatzon, others toward, congllct

resolutlon or bargaining, and still others toward social Justzce.-

‘g }“ . - B - ' £
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~ makes ‘wense for the staff of a raca_gducation/ﬁrggping;p;ograi- -
llhto.bo'acrognod‘on the basis of their own goals Qnd.vicwi- ' |
‘:oggrding raci@{ and other iinda of ch#ng§. No ﬂ:iprtisc.;:
heutral in use, and the use of ptq{esaional and neutral termg

" like "facilitator® and “educator” often masks thé‘cantrovarsial

natqre of'the fight for racial justice (Cormick ang Laue,
. 1976; Chesler, Bryant and Crowfoot, 1976). 1 iﬁ conéqrne&»

L 4

~

iy race ‘relations education, the more we buy into kll'the self-

. - . /
serving aspects of professionalisp. The fetish for Credentialsg

- as well. PFor instance, Novack (1971, p.‘37)'argues that,
" The biaé of the professional classes in America, in short,
disguises ethnicity. 7o become a Professional is ordiharily
to acquiese in separation b& no litgle gap from-the-pepple
among whom one was borp.” 'Thus,.one‘of the great dangers

of professiona.‘.izing this field :ig that it might define expertise
. - -
N . »

L4
-

)
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in ways that require mznority people to asshnilate white |
i ) standards and models in order to be q;edentialed.f And furihef,,

) -

.it might stablize and standardize raée'education t:aining'in“"'
‘thé same way as otﬁbr variants of higher education and hunnn

rnlations training have been standardized - as instrumments of .
R minor reforn, as covert agents of white organizational elites,
B s:“nnans for the self-interest gains of an atfluant class masked
as neutrality and univegsal public service..
_Is the race of the trainer/educator a rélevané qual;fica-'.
tioh or consideration? “One of the most important issues in
- sustaining-racism'is the majority group's poﬁer. and its ability
(-to qse'ﬁbat'power‘to develop new forms of controlling minorities.
In that context, white standards or leﬁdership'of race education/
B . . :

training programs may run ddﬁgerquély:close to being another

-
’

illustrétion of white power and privilege.: ¢erqyin1y this is
not.always the'cgée, not is éﬁis.a neceSs&ry argument against
wﬁite_invplvgment ;q.and/or leadership éf race education/training
programs. However, it wbuld be‘foplish to overlpok'this issuet

I consi@er'race éducation/training as one arena in which

it is both possiblé—and,necessary to revefsetthe standard

o pattern of rééial péwgr in our society and educational éystems.
Minbgity control or white/black/brown,collaboration in the

* 1eadershi§ of such programs should be an important principle.

The use of .a multi-cyltural leadership staff certainly deals
with some of the historic problems of white. power ia racial

education. Howéver, my experienhce is that interracial staffs

N "’ .
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generally must solye-within themselvdithedgane general problem
A--of power and control. I know of no training staff, despite.
any contrary protestations, that operates on a purely democratlc
' nodel without some-iuformal bhierarchy of authority. As long’
as this is the ‘case, the quo-tion of wbethcr that nutbority
;ball be uhito or minority once egain must be raieod.
Pnrticularly whero white leadorship is being exercised,
it is. imperativo for minorities to monitor that leadership

ectively, and to hold that leadership accountable foyr what it
. . does. with its' power and\Privilege (xarenqa, 1969). It is rare

in this society for whites to be accountable to minorities; the

- dominant pattern is minority accountability to responsible

'white authority Renovatien of these patterns in the conduct
| of race training/education programs can stand as\a model for '
a new future.

I think community groups (Just like organizational .
managers) can make good judgements about the educators/trainers
.they want and need, especially if we do not confuse these
groups by suggesting there are experts who they are too ignorant
to understand and appreciate. Reliance on such a localized
screenlng process may be more cumbersome than a well developed
professional roster, but it also avoids some of the dangers
of a list generated and sanctioned by a self-selected group
of experts. Organlzatlonal or communlty selectlon can also -

help solve scme of the problems involved in establishing the

raining staff's accountarility to the group they are serving.
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One d! th- halimarks of a profasaion is that it is accountabl.

- & - -

. to other members of the profolsion. and maybe to the stat.
hody that certifies _professional status, but not to the
peophitsm. Mhmotthoqnatd:ngusumdaud
vith protmiennuntion: ‘that it xay increase autonony for .
d.signcz: of change programs- while decreasing even further -
local groups' ability to control the services thcy receive.
altcrnativn would involve educators in ostablishinq community

groups, Or c.ugu..s within organizations, to which thcy report
and are accountable. If these groups or caucuses include large
nunpers of minority group members, ﬁheg may also help provide

minority monitoring and accountability for minority as well

as wvhite staff members.
‘ ;lsuss of coliabo:ation, monitoring, and ﬁinority
control raise ancther staffing consideration. White experts
who conduct race training(education programs are no; necessarily
experienced ayd capable in following minority leg@ership.*
rthis may be especially problematic if those experts are accustomed

to operating as academic professionals, with a great deal of

' autonomy and authority over captive audiences. Thus, white

professionals may need to undergo first a priority training

program of their own, one which would accomodate them to the

special rigors of working with minority leadership: New

*0f course, some may not be capable of following majorit
leadership either. Far too often training staffs fail to
provide time and energy to support and care for one another,

- gsupport that is crucial in the midst of rlsky change efforts.

A"
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o . definitions of ego, of self-insight, of expertise, and new
{ - - ~ understandings of sabotage, of control of sharing, and of ‘ .
collaboration, are all critical in the dovaloqrﬁﬁz\of white =’
colla.bontion in minoritysled. enterprises, and of \yhitc- -
‘minority collaboration under any conditions. ,
Individually and as a team, staff members should be
Prepared to act as role models for particiﬁants in a race
training/education program. Part of the reason for screening
staff members on the basis (Of their politics and actions,
and not just their apparent "technical® expertise, is to insure

that training/education program participants exporience good
' oxamples of anti-racist attitudes and behaviors. Since my own
notion of anti-racist behavior i;\By no means monolithic, I
do not mean-phat.only certain kinds of behaviors and only
narrow kinds\pf role mode{s will do.. Pluraltptyles of anti-
racist behaviors can and should be presented, but there 'is no
gain to including passive or active models of racism just to
insure heterogenexty. We do not need more examples of what
to avoidf .
,Wﬁ;t kind of institutional base of operations can/do .

| 4 race educators/t:ainers have? One division is between the

a special capacity). The external change agent who alienates

ruling members of a client organization may lose,a client
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and a fee; the inte:nal agent may lase a job and caroor.

The risks are quite different, and thus so are the behavioral
‘choices. Internal change agents gpo»havo worked these issues

' most effectively generflly have had good links to outsiders. . .
 for information and expertise, for counselling and sympathy '
‘and insight in hard times, for testing their own reality, for

alternative sources of pressure on Supervi:ors, atc.
rﬁ. axternal change agent also may have a variety of
. different bases of operation, including: (1) a univorsity'
position; (2) a position in a professional change-making
ootwo:k of organization; (3) a position\in an organization or
‘community group committed to the advocacy of social justice;
(4) a free lance or self-employed situation. Each of these
institutional bases carries its own ideological and ecopomic
_ advantages and risks (Worden, Levin and Chesler, 1976).

one of the most important issues in staffing race educa-

k.
»

tion programs is to create time and opporFunity for the
training staff to shareits ideas with one another and with
others in the field. All too often programs are generated
with such speed that collaboration is difficult. And, ohe

h © highly autonomous and competitive nature of consulting 'in

this field-stands as an additional barrier to effective sharing

. among educators. There are many ways we can encourage sharing
| ;nd provide an arena for exchange that do not also ongender

ﬁ - the dangers of professionalization referred to earlier{
People ;orkino in this difficult area will need to

-
gather support, from their familles and alilies, support for
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| ‘e ‘highly tense and often risky craft. cOnsurtants who operate

T without‘these sSupports often encounter difficulty in main-~
taining their - energy and enthusiasm over time. They expericnco

S 'burn-out', Ovarwvhelming frustration and. oftan dnnpair and

 withdrawal. In the face of constant marginality with tho _

largexr cocioty, ‘solidarity with close allies and conraden is

essential. And that Closeness is borne not just of similer

knowledge and common contacts, but of a sense of struggle.

We must find ways to refuel each others' energies, just as

we seek to develop the energy and hope of participants in

training programs. | . .

‘We often will have to fing support from each other and
from referent groups outside,mnny of the systems in which we
work. Educators located in federal agencies, military or
civilian, face constant rejection and isolation from their
peers, from people who are erstwhile targets of race education
effcrts. The same is true for university personnel, forywhom
active consultation often is seen as an anti-academic and

"activist" pursuit. Race educators in those institutional
roles must find support from each other, and must utilize

each other to help them withstand isol&tion, disinterest and

/

even rejection in their own institutions. Thus, the kind of

f sharing that is important is more than sharing designs or

good ideas for training events, or €ven new analyses of the
nature of institutional racism; it includes establishing

human supports or a fragile soc;al rcle.
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T - ‘prior to specific program design, the trainer/educator
17-97 - muse- ‘anter into a enntract,ui ths person, group. ar o:yini
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- zation  who commissions and/or legitimizes ths program. !h{g_ ’
" is-the official cllunt. Targets are thase persons or organiza--~
tions (or parts thoxoot) who are to be changed.* In some cases
the client and the target are the same, as when the members

of a club or community group ask for an education program
* and pay for it th‘nlolvnl (p;rlenally or out of their 9;5;§'s
fiundl). But in scme cases these two groups may be different,

and may nesd to be dealt with quite difforontly (;oe below).

wBoth clients and targets ought to be involved in‘sefting the
goals of a education/training program. No one grodp can esta&lish
goals for gnother and then expect that.other group to be '
cemmitted to or pleased with the qptcomes. Such a heirarchial
{  imposition of autpbrity may work well in military or some
industria@ scenarios, but it simply does not work in voluntary
seftings QPch asvschools. ccmmnniéy orggg;zing efforts, an@*

‘ﬂ eﬁucational or training programs.** Especially if we think

we ought to be involved in a democratization process in race

educatlonr or in a broad searcb for social justice, it is

1 *See, for instance, the simplified listing of different targets

or target groups in Table 2 on page 27.

| **In fact, much recend commentary on conflict in schools indi-

’ cates the degree to which student failure may be interpreted
as an example of resistance to arbzirarzly and unrepresentat-vel;
instituted authority.

| | : - -.59- ,
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essential to consider the wide range of interested parties

{ . that should be involved in mutual goal setting.

) .. .. No requ-:t for a contract or race education program - -
:__;pringl unaided or spontancously from the minds of potential .
‘:”o:qunisational clients or targets. !3: cnviroanntalqun§;- L
tions predisposing a2 request may have been promoted by federal .
Quidclinds, court actions (cspocially in the case of school R
desegregation or affirmative action suits), internal disorder,
cgununity'damandl. etc. But any txaino:/odncator vary likely .
-; - has to develop a spgéific market for her/his specific con- -,
’ - ceptions and abilities regarding race tr(inipg/cducgtion. ‘
Internal agents generally must develop ;:rnceptiviéy within
the higher reaches.of mdnaggment,,in those'pl;ées w#th the
funds for a proéram and that can make Or implement racial
.policy for the organization. External change agents often
publicize‘their‘wareg in professional jouinals-and media,
through the everpresent word of mouth network, and in various'
brochqres and memcs.__Presentations on these subjects at

meetings of corporate executives, professional associations .

{  and community groués'alsc are effectiye marketing tactics.

Sometimes contracts are the result of close inter- *
\ peréonal friendships between change agents and clients or

‘target representatives. This is especially likely when the
trainer/educator is of the same gracial and social statué-

‘as the.client or target representative, and is presumecd to
‘ghare an unspoken communality of interst.  Personal relationships

\af
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may permit access where none existed before, and thus be a 'i__.é;_
| great aid<}n the marketing process. On the other hand, some
\ | patterns ot interpersonal loyalty may hamper direct faedbacgi_;_.
‘ o cloud awountabuity and suppma: important cnnn.i.cts. .
; - The client approves the prog:am. legitimizes it and
i . authorizes payment. Usually, the staff is in some formal .
- or informal sense accountable to the cliont (or her/his repre-
| lentat:lve) for work performed. Hopefu.llﬁ, in return, the
client is responsible to the staff for p*oviding guitable |
~ working conditions (both physical and political). The client
may be an individual, a group or unit wi ' an organization,
or ‘an entire organizatibns. "An entire organization” usually
.means the official representative group an oréaniéation -
official authority or management. But there may be other |
legitimate interest groups or clients within an organization.(
I1f we assume that organizations are made up of many different -
;nits and classes of members separated by tasﬁ and status,
@nd perhaps race and sex and class as well), each with their
somewhat differént outlooks, priorities, and interests,
then we can expect some natural conflicts of interest among
them. Alignment with or accountability to any of these

groups amounts to partisanship of one form or another, a

probably unavoidable situation. It is important to be

Clear about the actual client because of the problems of

“éccountgpility, and because it helps clarifv whose interests

Y

we are supporting-and whose we are not.
N

“- 71 - 79 ;
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As I havn 1nd1cated, the tarqcts of race education/
ernining may not bc the same as the clicnts. For instance, it

'-.;-,. PR -

4r ! x' aﬁt unusual for thc Pcrlonnol nopaztUtnt of a Ique

L - -~ ——

corporation to eantrlctAwith‘aﬂt:uining-agnncy to nun =
t:a;ﬁi;g progran for line workers 6: for ooéondary livul
‘ supofvisdfy personnel. The targets of t:ninidb are the -
" direct wo:kers and sup.:viso:y p-x:onnel. Are they also
.the cuonts? No; rathe:, the Personnel Depa:tmnt is the
client. Simill:lg. the Assistant Schqol Snpcrintendsnt for

- — i e T

o

. Commumity Relations may contract with a race éxaincr/educator_
 for a series of in-service workshops for teachers and the
principal of a local school. !hc same di:}sion betwuan
' client and target is evident hers. .
. What kinds of dilemnag‘develop when the tlients and
targets or recipients of service are not one ‘and the same?
The most potent issue is thgti:lieﬁts are not reépépsiblé
* for learning or chanéing; only the targets or recipients
‘are. When higher le?el perspnnei arrange for thertygining ST
of lower level personnel, the higher level personnel remain
buffered from the éotentigl vulneraﬁility of a‘ﬁrain;ng : '
situation. I think that contracts of this sort are‘dangefous.
because they collude with the 8 established authority
- tries to locate the source of racism in lower levei empld&ees.
and tries to change them rather than themselves. .

Such contractual arrangmeptsvmay also make lower level

employees a captive audience oi’iiybluntéry target for an

L]

- 72 - ,
. Sl
EKC o

PAruntext provided by eric . F



Y MR e i - - et o b AR A ¢ 4

e ML (2 - »
. . .
¢ . \
.
P .
.
. .
.
f

1

i .’3' it C }\\:\n
: g édﬁcntioﬁ/t;aining pragram. It powerful whites are not N
/_j;:" themselves involved in training, we not only have a captiva T
H "7 audience, we have a captive audience bound to resent the f~'é‘ A
-ﬂ;‘ "~ exsroise of superior power that has defined them as tho f._ B

racisqyprnblcm. In such circumstances, trainers should
, expect resentment, resistance, spathy, potential with-
drawal apd attack (See the exchqngn betweeg: Mill, 1974,
1 * and crowfoot and Chesler, 1975).
ﬁ:  should a trainer/educator work with a captive audience?
| What can you do about a c;ptive audieqca'g negative reacticns? :
No amount of soft-soaping or sweet-talking will overcome .that
stance, because :élentmant, etc., are reglistic tesponseskto‘
the arbitrary exercise of sﬁpgrior'prera- Educators migﬁt
expact the resistance and Aak targéts towork with them
‘despite it. Educators might identify with the captives and
conduct a program that would, dzscuss the captive-making power
of white elites. Or, they might generate a program ‘that
reqnzres whlte elite inclusion. If the captive targets, who
do not usually have much power’, take control of the §rogram
in a way{that prepares them to cépffol other'aspects of the
erganization, that may be a vﬁryzpositive outcome. I feel
. 'stroﬁq;y about this issué because my definition of institu-
tional racism suggests ;hat it cannot be effectively countered
unless wé deal at the same time with problems of white power,
and especially elite white power to confrol subordinate

whites as‘(ﬁll as minorities.

EKC ,
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The educator/trainer may also ask, who is my constituency? |

"On whose behalf am I working? Or, whose interests do I .shar
.inhthis situation? ogee again, the constituency to be se
may not be the same as the clients who are paying or toatract-

ing fbr the program, nor may they be the sams as the target
or r.cipient of training. For instance, I might enter a muni-
ci medical agency to retrein personnel: I might feel that ™
my real constituenéy is poor people in need of public medical
treatment; the recipients of training may not be these .poor
pecple - they may be the nurses, doctors and para-professionals
in the medical system; the clients who. have contracted for
the program may be from;neither group, but people located
in the higher reaches of éhe medical or community establishment.
Race education/training programs often.followlthis pattern |
in which»white elites arsg the clients who cohtract for a
prograxm to be run for or on middle level white and/or minority
people which the educator/trainer interprets as operating for
the eventual benefit of a consituency of poor white and/or
minority ‘people.

No constituency esists in the abstract, however. No
one shoeld be permitted to say tﬁat such end suchba program
is'Tor'the benefit"'of X group unless X group is in some way
hooked into the development or menitoring of the program.
We have all witnessed teacher training programs that were
supposed to benefit students but never did. They didn't -' -
par;ly because students (the ever.tual recipients cf service)

L 4
{

2
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'x wern not invclvnd in dcsigning whlt was 'fo: thcir benefit,”

- K - BOT in hclding tﬁc staff acccuntahln tc th.n for what ﬂll

,dcnc with toacho::. zancctcrl wishing to link honestly and ,

‘;luccussfully to a ccnstitncncy of thia sort generally vcxk

- in the ncighbo:hccd or organization to cstlhlish specific

vuccountabixity bntbre thcg makc a ccntract with the client .

| and taxget gronpt . : . .

. *‘T__, ALl these qucsticns of clicnt, target and ccnstitucncy
' Lgm@bcctsa vaxicty cf t.nsicnc and dilemmas in a contract. '

f: Hho lhpuld ccntxol tqs formal or informal agreements - that are

madc? If ditternnt grcups want different things. . . or if -

some . gr03b wiqhes to change its cpﬁlons, who makes those
decisipns and resolves tha conflicts? My view 'is that we .
_ - -should deal with that plutalistic reality.head-cn, and have
1 ':5, sevnral partics invclved in ‘making. thc contract ‘and in con~'
«'F X'"_trolling its' perﬁormcnce. nggcts. especially, and n;% .
- just clients, ought to have their views rcpresentcd%{we discuss
ﬁhis issuc as part of program design later). Bui at least |
a in the short -un, control *qsts in,the hands of the ghghg'

L agcnt. because he or she has veto pcwer over whether she or

.
aipaithg
N ~
.
&

he will pa.form the requested work. That control does not
-

permit the change agent to defland that ak~prtain prcgram be~ .

rcmmed down ot.hers' thz:oats, but it does permit her/hHim to o

get out’ of t'_he way if the terms are offensive.

*
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rhere are some ocassions, in fcrthriqhtly partisan and

, e
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[

""" highly politiciznd situations, where I would not want to include‘

‘ some targets :ln the planning of & change program.. for instance, ._
ok S céncidcr those situations where we assume ghat change will only e
"I © ‘ome about through. the cmtion of a m'jo: threat to the ~ " -
authority's ability to mairltain organizational control (see
_assumption ebout ch;nge #5, p.25).. Such nl:l.ght be thc case
where recalcitrant managemcst has labotagad prior education -
programs, fired consultants and haragscd ipternal advocates
of chango. It would be foolish to share plans for throat— - ‘
gtuerat.tcn w:lt.b this person or group ahead of time. I
W would want to share my plane with a constituency, yithllocal
pecple who know the bituatioc and will benefit or suffei‘ffcm
program "'outccpes. And’T would t.ry to share my plans with t:he
' clleht:, at least to .the degree tlmi: lI think she/he is loyal

- to me :nd to the constituency, not solely to the otggmizat:ional

- . -

authority who is the target of change efforts. .

Wengling oné's way through these potential conflicts is
» . not simply a matter of snappy rhetoric. It reqc/ires recogni-~

"

ta.on‘ of tﬁe fundamental conflicts cf interest between rich and

. @oor, mihority and majonty, organizaticnal power holders and

lfs powerful members, doctor and patient, teacher and s

. \ htuﬂent. professzonal helper a.nd profess:.onal helpee. It )
requa.res contzmm:.ng reflecnon cn one's own values, identz.ty,

resources and prioritids.
L] .

£
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6. Diagnos u o S f.' B
The design of race " edncation/traininq begins with some
;T "relativaly implicit or explicit diagnosis of rtlcvant islues i
- Bither train.rt/cducators havt an q.ncral diaghosis thdy npply
~ to the specific situation or they collect local data nhmt. -
'1"1‘ “ta the progranm under eansidnration.‘gh.ru are llV‘rll good
| :lhsans for boqinning e®ach contract vith a diagnosis of local
individual and/or institutional forcas. '
l. To provid. inzornation that hclpo the dnnign
of programs mont suited to the uniquu needs and
_eapacitios and sitqations of participants.
2 To provide information that an be fed-back into
_ .tha traininyg progran to help everyone deal more
. h concrntely with thcir raalistic situation.

3. To p:ov:lde a benchmark from which later evaluations

L

. .

Y | mny assess the degrse of change associated with a .
garticqlarQedqcation/training progrgm.
Qne of the‘modt;}mportant considerations i#volﬁed in

4

assessing,racism in the organizatignal or iﬁstitutional :
Context is the kind of erganization involved. Government

agancies are very'different from social service or treatment

o

agencies both are very dszerent from private corporatzons.

‘.

Working to reduce racism in a social movement organizaticn

committed to soc:.al justice is very different than trying

‘ the same t.higg as part of a management development seminar in |

4 A governmeqt adency. There also is a wide range among

<

, r
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- e T8y
ER&C

Arui o provided oy exic



o L

orqanlzttions of a xoughly sinilat character. —

—-‘-—.FO‘W” *.
. -
o

";" - Although the issues are different in each of these sys-'
 tams, and each does have to be approached with these ditfcr— -
chcus inmind, scme common diaguosthsﬁaci can be lngg'st-ar*

1. ‘Hissigg ggg . What is tho balic purposc of tho
| organization? To what extent is its’ basic mission
~ (notjjust the rhetoric) fundan-ntally incumpatible

with raclsm (o.g. an organization £irmly nstabllshad

to fight injultice, to. 1mprovu'equitlble health care, ..

ete.)? 4% uhat extent is reducing xaci:m.incid.ntally ‘
f. ‘ - important to the organization. becauso of -ome internal
 or external prnssurn (e.g. need  for racial coopera~
tion ‘in order to field good athlotic teams, or team-

. work of any sort, need to satisfy govnrnmont or con-
. sumar diractives or .demands}? To what extent is'
\ toducing racism basically lrrelevant. - - @ven though
\“& | interesting. . « to the oxganization s mission (e.gq.
N ‘to the production of dgets)?- Andfto what’ extent
‘is. reducing racidm antithetiéal £o the oréanization 's
‘ mission and goals (e.gqg. explicit or 1mplicit defense

. of established privileges of race, nationality, etc )?

E

*Some interesting and useful beglnnings have been made in this
direction, with the creation, of checklists for easy organiza-
tiaapl diagnosis, Situationally specific examples of variables
and “measures have been generated by: Integrated Educatxon (1971);
Nordlig (18974): Sorenson, et.al. (1974) ..

4
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:""’--iz. Membership. Who are the people in the'oiganizatién?‘"
.g~; ) .. What p.rc.ntagts are from what demographic background?
.- Are these sane percuntagu reflectod at all levels:

“ of- the hi-:archy? Are there mnbers ‘of all mino:ity

__; S .gTOoups ‘in the o:ganization, or’'are some minorities

- - , ,tavorqd more than others? -Are minorities 'in cqual
‘number to the numbers of minority people in the

- ) comnuﬁity being iervad-by the institution? What

is the organiution's history yith regard to afﬂm-

' mativa action programs?

' 3. Commuinication patterns. Who is in the commupic#tion 5
pattern as a giinr or recipient of informaﬁibn? What
is the dominant styleo; exchange - does it reflect
one cuitural stylefto the exclusion or disadvantage |
of others? What opportunities are there for equal |
status, rewarding and cooperative iontacts between
organizational members of differen

4. Power and Decision Makihg. Who has the power in
the organization? Who are the translators or linkers

‘races? .

between management and higher level controllers?J

o

What are the demographic characterxstlcs of the

. power wielders? 5 the percentage of minorlty

members in' powerful positions equal or similar to
the percentages of minority members in the total

\ : .
hE _ , R &
organization’ Or in the community being served?

=
w

Are these percen ages diflerent for influence than

s

. : . . ' ‘ ¢
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for power or authority -(or for informal v. formal

power)? What styles for using power are most

l{tion ta .be fa;:’ |

]

common or preferred in the orqanization - are they

]
unnocultnral or plu:n istic (o unlyucool ‘and rsserved
white upp.r class~st! pruvnil, or is only maldﬂ

nlcho lnad.rship seen as effective, etc.)? How do

| docision—making taans-iqteract with one another?

What kinds ‘of skills, talents, resources, are re-
?uitnd for people to move tp'positions of otqanizational
power? Are there any ways in which the informal
Erié.ria for mobility work in ways that are racist?
Reward system. “yﬂb are the primary recipients of
organizatiocnal rewards? Are whites receiving a

greater share of monetary rewards, prizes and other

benefits? How is profit or gain distributed among

members? Are there any rewards available for explicitly

anti-racist programs, policies, or behaviors? ﬁpat
are organizational norms about "appropriate” %,and
"inappropriaté” behavior with regard to';aciai"
relations? Are racist behaviors identified and pun-
isheé; or disapproved? Are rules and regulationé

fair to all members? Do organizgticnal members

. .~ of vafious racial'éroupsvperbeive ru;g'implementa-

{y -

,“;ngprtgn;t es ‘or qrowuh. What kznds of programs

does the organlzatton have to promote'hhe personal'
A ] k | 4

’
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N 8 L
odmtiox!tpd growth of members? Are interpal pro-
grams oriented to enhancing opportunitics for econo-

1 C mie nobili Arc 5yqp programs open to, and de~ ,.-:;

i] ©* aigned to attract, monq mebers? What kinds of

= anti-racism programming has occurred before?

i 7. ,g;ggnction or service evalggtion. Esp.cially in

) hunnn serviece orgtnization:, are the services equally

available to all racial groups? Do members of various
rrcial groups perceive there to be equity in soryico

o dslivery (health care, schooling, garbage pickup,

recreaticnal funds, cnnmuniry cultural programming) ?
In material production organizations, are the natcrinls-
or goods produced equally responsive to the cultural
styles and preferences of various racial groups?

' Are they equally accessible and attractive to groups .
1 with varying resourccs?
8. Linkage to the community. How does the 6rganization

relate to issues or racism in the cammunity? Does

it attand to such issues, take a leadership role,v

“duck ther,etc? What kind of reéources are made ,
. available for such efforts? Ii there any' mechari-

ism for broa§¥;:;ased communzty input?

9. Hlstory of reactions to chance efforts. Whén change

; . prdgran@ of various kJ.nds were generat;ed what happen—
ed to them? What prganzzatxonal positions are held
by ex-holders of the office Yoy are dealing with?

o - T el
- a1 _ (95)

EKC

Aruitoxt provided by Eic: . e



- change-agentry in this system (spyihg. ha}assmint.

_ of behavior. Neither are lengthy personal 6oqj.£§ations or

'*?hese variables are al

. - ‘ | : . q'w | ,
‘ S §r - \

'Hag top mamangement supported or subverted changée

-programs previously? What risks accompany active

job threats, non-promotion, defamation - are all
. possible and have happensd in ‘some places)? ‘
There are several ways such diagnotic information can -

be gathered. Organizational records and files represent a -
knf sourcs with regard to personnel data, productivity and .
prbfit,,gnd long term performance. The observation of beha-
vior.aﬁd organizational activities is another means, as:is the
conduct of interviews, surveys or conversations with people.in
vprioui organi#ational rolchwand positions. Special evnﬁts;can :

be held to highlight .certain issues and provide an arena for \

more hau-gathexing (confarences, pilot trainin s‘éssiom, etc.).

In addition to an organizational diagnosis, we can also
conduct a diagnosis of individuals' issues relevant to,fzca.
cdubation/traininé. ‘As indicated, attitudinal- reports on
Burvey questionna;res'are not necesggrily :e}igb}e predié;ors ¢
group discussions. But they all are interééfing as reflections
of attitu§inal_raéism.; Another possibility;of course, is
to gather data.cn‘gndividualvperformance or behavior itself.

s

“Among theidiagnosgiF foci for indi@ipuals could be:* -
potential components OF individual

change basdd on the role of information; psychological fears an
prejudices, interpersonal contact, and self-interest. .In assess?i
the potential for individual attitudinal change,”Katz(1960) arques
persuasively for understanding the functional role atritudes play fecr
individuals, and then keying change ‘programs to these roles. His .
insightful article is relevant both to this list and <o the '

discussion that follows.

*

¥
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a. Degree of psychological comfort or security

- sy

- b. Sense of self-esteem
* " e. Attitudinal prejudice
| 4. Behavior toward minerities:
- @« Behavior towa:d whitu different tm self - \

. 3 ' (religion, nationalit:y, age, sex)
| £. Interactions with whites around racial issuss
~and cvints" -
" g Pc:c.pticn of solt-intextlt in racial matters
h. w111ingnesa .to change
! - 1. Potential for taking risks
' Y. Knowledge of one's own ethnic and racial heritage
k. Unda;stqndings'of racism's mechanisms
- l. Potential for influencing others .
| What is probably most important to assess at the indivi-
-dualllevil'is the degree to which peopie éﬁé; mptivated to in-_.
crease their racial awareness. If people are so motivated\i'
why? What is their stake in change? in the sectibn. AsSsSump:- -
;1gng_ghgg;_gngnggg I suggested ‘several bases for white -
i . self-interest in change around racial relations. One of
'these is. simply an altruistic concern about human betterment

and fulfillment of egalitarian and social justice values.

{ A second is a survival-oriented concern to stay alive in the

-

face of potential threat and conercion. Closely related is

/

{ the desire to develop new competencies in interracial relaticns
l
1
¢

K,
v
T
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‘either to maintain status or to gain'marketablevnew skﬂllﬁ as
a device for onnancing upward mobility. A third is an enlighten-
ed tormrof self-interest thot suggests thot people understond
T the connectednons‘betwpen thn'wnlrnro of large.nunhorn<o£
‘ poor people and minorities and their oun\lono run welfare.
Y undnrntanding and eonnocting to the natura of vhites' self-
\ interest in changing is a kcy to effective program design.-
| Sometimes these motivations may be well hiddén, and some-
tin‘g they may disguise other objectives, Bidden agondas ought

A si."‘ﬁgm e

to be GXPGctho*OSPGCially when there is’ substantial coercion

‘or pressure on targats to be part of a training program. “Un-
.4der these circumstances, a persons real objeotives may have
] : more to do with looking good to supervisors, or. picking up in- .
formation on subordinates and peers, -than in goals of ‘race
awareness itself. For some of these reasons, it may be well
- not to trust formal diagnosis that relies only on sealf-reports
of conditions or motivations. Short pilot workshops or mini-
, training events may permit the change agent to assess persons'’
© 'gnd‘organizations' real intents direct;y, while at the same |
] i&me providing others with an examole.of her/his,oﬁn‘working .

focus. and style.

-

)

- *These are not motivations to ignore, scoff at or disparage.

In fact, they should bé expected and taken advantage of, as in _
N generating visible support from authorities for education programs,
and in protecting participants . from others' exploitation. All
possible motivations for change ought %0 be appealed to in this
general race education effort.

- 84 -
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T 7. Designing Programs SRR
| The design and focus of a specxfié program are closely - '
rolatod to the goals of any change effort. Since the client
‘gronp most oﬁtan,oots the parameters within which ptogrtﬁi~;"j
' goals are discussed, .mmost program 96.1. ars derived from the -
interests of powerful client elements in an organization being .
served. In addition, the ‘values or orientations of the '
odpcator/triinar and the needs or interest of a target group '
have impact. And, finally, the information gained in a diagne-
sis may give change agent, client or even target group a
'r hotto: base from which to conoldir tholr owonond their organ-
' izations investment and perspective in a race education/training
1 ,) program. | | o I
' Hhatover its ultimate content, the design must be appaaling
to the co;stituency or client-target groups in an organization.

. If multiple constituencies are being served,vtho design should
‘appeal to oach and all of them. 1In many cases the appealing
nature of the program itself moy,capture the attention of
organizational targets, regardless of other personal or
institutional motivating.factors. 'This'notioh of broad

. appeol is in sha:p‘contrast to those design§ which self-
consciously or not alienate everyone but the most avowedly

. anti-rocist constitﬁtency. If that. weio our only consti~
tuency, we ought not to be adVertising within mainstream |
institutions. It also contrasts w1th those des;gns whlch

suppress all hint of conflict. in the attempt to sootle

-—
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and entertain personnel committed to the status quo. Such a

' eonstituency.may not yet be ripe for even the limited phangee—ﬂ-

('\ pecsible in an\edueation pregram. The attempt to appeal .
_;_.: bcyend thoae two limited gnoups promisesthe greatost ehange o
£o: tbe £utur., end stresses the need- for-utt:activl p:og:am
duiqn and -marketing.

~ Many different delignl £or individnal, 1nterpc:sona1 or

institutienal change al; can' be legitimete and appropriato,e

"
A4 g
]

regardless of the status if&bl or . race of persons involved
':/‘ " in training. However, racial and -tatus characta:istdcs )

do af!oct the designs selected. I indicated this principle |
‘1:rrable 2 on page 27and can elaborate thosa 1ssuos samewhat |
herg. Minority greups and whites may not have common change
goals, and thus not common learning agenda; they each may need
different information and skills. For instance, it may be

*

most important for whites to learn how to prepa;e to share

%

power and control; and it may be most important for blacks
or-'browds to learn how to organize to take power, all may need

to leeru‘hog_to collaborate ﬁith one another, but in very

. ﬁﬂa 1

different ways. Blacks and browns or other m;neritxes may

need special help in making a coalitlon with one anothe;A>

“ the better to confront white power with a united front. B
‘And whites of different status, ldcated in d;fferent communities

. Oor in different parts of an organization,‘experience different
& realities ‘and have different needs and options. The same may

well be true of people who eixeadv have different'levels of

4 ' .
i ’ - 3 6 -
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racial awareness (see‘definit;ons on page 3-9)3"' | . K\
'_.,If minorities and}whites Qié particiéents ;nfﬁ training

program together, how shouid they:;elate? besiggs can premote-

hoterogeneous groupings which educete:u&qprities;end whites -

v
i e T owr -
. .
«
.

tegethe:. Or, they can promote homogenous groupings, where

whites and minorities meet leplxetely - either for’pdft or all -
of the progrem. It is clear that whites bghave dizfcrantly S
in an all or prudominantly ‘white group than in a group with a .
substantial number of minority people (oxr vice versa), and |

we ought to ‘plan WEZ; that in mind. The resolhtion ot this

design dilemma rests in part on judgen;Lts of the actual
differences in various participants' goals and needs. and in
part on the asshmptions made about 'contact. If all the o
‘:/f'conditipns have not been nqet, heterogenous activxties are }

S most 1ike1y to duplicate patterns of existing white power and

| to use minori /people solely as resources for whites' ‘acquisi-

' tion Qf’information

Several issues in the timing of educational events are
?

relevant‘zn program design efforts. Events begun ig‘the midst

or just after a crisis carry the disadvantage of appearlng

' merely crisis-relevant,,and thus losing attr ativeness When

@

a crisis subs;.desg Events which are built into the organiza-
* tion's own time frame, that do not interfere with production
| L ,schedules, emergency communi sy events, or well known egd

v N
:evered deadlines, stand the best- chance of,be-ng entegrated

"

. .
& \ '

ER&C
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1nto the ongoing life of the organization and its monbors.

.c1oar1y the various oom;ononts of an overall program should

-
Pl

_ £it togethor tn soms 1ogical sequence: at the least thnt

caf =f;iroqniros a diagnoq::ic phase, followed by oxploratory uor&g

. r .. ,which leads to full scale training, and tbon -va,luuon. L
‘ o

'In praotioo. howovur. many dirferont kindo of ooquoycos .

- may make sonso. . | ';
; S “ Part of the spocifio deoision ahout.soquonce dpponds\
- on whether tho training/o&uoation program is cbnoeivod and
,plnnnod as a short rug attair or a leng run ondoavor. It is
H - ome shot,’ soverai susions, or operating ovnr timo? Sono .
| arguo we can assess .an organizntion'o oommitmnnt to change hy'7 ‘
' ‘ 'v:lrtno of its inmment in long term rathor than short tsrm -
programs. But that -does not mean that short term programs

;g\are meaningless. Thoy may reach limited goals and axgo holp

- identify problems and rosouroes that are available if 980913 ,

'wzsh to fo;}ow up. But clearly, preknowledge about the Vﬁ‘f\;‘,

' potential length of the oVararﬂ eduoation/trainzng ﬁrq\ram )
is essentzal in preparing a design., * . s

| A Knowledge dbouﬁ the investment 4n and length af Q |

A: l tra;ning/education program’has important impl;cations fpr

. ' deozsions about how to handle cdhflzct 1n the program set ing..
Given the nature of racd§we1atlons in: the American society,

_ .ond given t.he addéd nature of author:.ty and control in most
Flaroe bureaucratzc organlzatxons, I'pould expect\to .see issuos;

' of racxal and organlzatzonal (and probably sexual and soc1al

‘w‘ -
< e
1 . .
N .
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] experxences and environments. Some educators/traliners argue

¢class) codfliCt lying beneath the‘surface ofwche'tempornry

-system we call the trainxng/education program. It would be

foolish tn think that the program could be isolated from

these circumstancas. or. that pocple would drop these latent- -
roles and their contlicts in order cc'lcarn. Nor should we - A
try to avoid them! In fact, they can be used ‘ns. part é: the
subptancctos-well as the basic energy of learning.  In a -

short péognam, however, I would be concerned about how much

of this material to suxface directly since it takes time and

hard wcrk to make positive gains. In a lonqer/;rogram, I

would suroly uncover and work with them, since I think their '
exploration is crucial for any wmeaningful change. Of course,‘

w"’d »

under any'conditlons trainers/educators may not-be able to con-

. trol™this issue. these conflicts may surface without our an-

covering them and then we must work with them

Another magor issue in program design is the degree to x
which participants are to be isolated from their everyday ’
that a degree of isolaticn and a different enyironment is re-
nequired for people to unhook and nnfreeze from past behaviors;
they promote a residential setting for training. 6thers suggeét
that change ultimately takes place inithe'home environment'’
and changes occurring olsewhere are illusory: they prefer
eicher to conduct training ni—éhe-elbow in the work or , .
community settings, or to bring‘unité of people who work to-

gether into the residential training situation. Whichever way
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we resolve this question,xniess people hook'lesrnings'to the
organizstional and interpersonal situations in which they exist,
any changes occurring will be harder to sustain. v |
What are the most. appropriate mechanisms for training? '
Obviously there are myriad possibilitiee, but what are the key
issues? ' One is the degree of bafance between information and
experience, between intellectual and emotional confrontations. -
‘Undoubtedly most whites need new informaticn - about their
so'ciety end its history, about their own views, and ebout the
relationships emong varied forms of injustice. Just ascleerly,
they neéd new emotional insights and experiences that unfreeze
old iae.ss, imbalance stable habits and create the tenmsion ‘and
conflict so 'critical for real learning. Among the variety of
.informstional.media are 1ectures:.films, books, and other
materials and group discussions. Media tuned more to ermoticnal
issues include interpersonal encounters, structured group
exercises, reflection or meditation activities, sensitivity
training groups, simulated and role play activities, realistic
problemdsolving for change in the home environment, etc,’
Research ‘seems to indicate typicel information-educational
programs have little impact (Katz, 1976), at least not unless

they are accompanied by other experiences At the same time,

: emotional encounters may prove too intense, and raise rather

than lower defenses.’ Perheps the underlying message is that
@ifferent people learn differently, and that we need to

attend to this plural reality carefully.

~s0 - |
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| One important .design component referxed to earlier is _
- tha use of diagnostic data as ; stimulus. to leq:ning. Foed- ’
. bock nodels are populn: elements of o:gonisational change
' p:ogrm (Mann, 1962; unu. at. al. 1960; Nadler, 1976; |
" Sedlacek and Brooks, 1973). and they have powerful utility -
o  in individually oriented programs as uoli_(Winocotf and Kelly
= S 1969). They permit reorientatich to the realities of partici-

ponc‘ everyday organizational oxporionco, and thus help to

/bridge the gap between the *back home"® reality and the "isola-~-

tion" reality of the training]oducation program setting.
‘ What place in a txaining/oducation program should.bo
i taken up by attempts to poxt:ay rolo modals ot good inter-
.racial working relations? Many pooplo loarnﬂby obsorving ‘others
" whom thoy respect model new bohaviors, and this loarning o
paradigm ropros:;ts a usoful progran olomont (Weissbach, 1976).
In role playing scenarios, in simulations, and in the behavior
of the staff, new and more/racially/just behavior patterns can
be portrayed. o .

It is also important to provide access to credible and

i

highly prestigious experts in the field of race education.-
There are at least two different reasons for this priority:
(1) these prastigious experts may ha,ve specific insights and

' information ho;pfél to individuals or to the ogganization-

{ . (2) given the coﬁoroyergial and often preCarious\naturé of

* race education, it is iﬁportant to think of even cosmetic ways
of raising its credibility in the oyes of targets, alients and
ogganizational members. I am not sugges;idg duplicity or chicanery; just
274inding us all of the relevance,of'public relations in amy program, énd

£ the use of any &ndé all positive forces we cen muster.
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‘  Vigorous, and continuous endorsement by. top executives apd
1 s

1 ’brgani:agionai managers.cag help remind everyoné of the h@gb:

- priority the_prograﬁ has for the organization itself. This

© ©  can not be accomplished by the mere window dressing act of
having a highly placed authority come to a kick-off dinner N
and then fade (perhaps oniy to appear for th& gl&si;g bene-. . -~
diction). ,Bvefyone can see the minimal‘level of commitment -

‘ truly indicated by sucﬁ{a step. Bﬁ; endorsement that tikes
A the form of active involvemené in.events,.ﬁhat demonstrates .
. & caring for the outcomes, that puty some resources on the
q  " line in important ways,can have a significant effect. ;he
. 'program design should make provision.for Pub;ic at;entioﬂ to

such acts. Failing to ‘garner such resources, program designers'
must question anew' their reading of organizaéionel leaders'
commitment to the p;ééram.*- B
One of the continuing problems of program design is‘how

to -involve orgﬁnizational authorities wﬁo may‘not be enéhusiastic,
- put who have the power to kill ;ar Qgpporta program. One option
is to exclude them, and to keep them ignorant of all but

planned positive messages that can be sgnt.thefr way. ‘' Another
limited thion is to include them in a symbolic manner in the .
program, giving endorsements in the form of introductory and

closing benedictions and maybe a talk on the reality of J

*As I note later, lack of leadership commitment does not neces- /(
sarily doom a program; to the contrary, it mav aid some kinds of )
programs. But to the extent the organization's leadership is
considered critical to success, it should be sought out,
chmitmentsﬁgarnered, and endorsements presented. - : //

~ 92 - /-
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'§§rganizational.life. A third option is to include them fully

S N

as participants, subject to the same risks and growth
{ . opportunities as everyoue.else. This problem can not be dsalt
| with fruitfully if it is abstracted from the other assumptions .
of the training design. %hat.elsc has been decided about
J ;: dauling with organizgtional power and control? What else has
been deczded about heterogeneous or homogenous grouping”with
respect t? task and’ status level? Whag‘else has been decided
about examining internal conflict within the organization?
To the extent that internal conflict and control are part'of"
;a the program's erplicit or imPlicit'aéenda (and I;hsve noted |
i , how varying educat%rs may legitimately'differ on such questions),
’ participation mfght be unconmfortable and unproductive for |
‘a single representatlve of organlzational authorit§ ’Several
‘of them partio;patlpg as a group might be better for everybody.
 If the overall change strategy requires covert relationships
‘betweep the educator and organizational authority, then it
makes' sense to exblude'them from the program and make sure
they receive onLy carefully screened inﬁormatiou. 1f the over-
all strategy is-.one of openuess, then they can receive full
. information via participation, access to eualuations, or

{ L

debriefing.

when does aj}l this designing and planning of events
occur? And who does it? Nc matter how much design work is

done ahead of time (and I urge that), tQFre always are emergent

- ‘ - a3 -
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' issues .in a training Pprogram. Thus, continual design change

- always wirl be necessary, and the staff must be alert to
diagnosinq and acting flexibly on new learner needs. One

way to insure this flexibility and openness is to create

pzocedures whereby targets can participate in program desiqn
and re-design.* Such procedures can increase the possiblity
of reaching pertzcipants' real needs as well as introducing

greater democratic authority iato the trainer-oriented program
L.

scenario. ‘ g
Some of the possibilities raised in this section on

the design of race education/training programs can be reviewed

in Table 3 (See page63 ). Here,we can consider haw various

training modes or tactics fit with alternative awvareness goels,

those outcnmes presented originally on page 8 - 9. The first "

4-5 tactics are’largely information oriented, the next 4-5 are

substantially emotion oriented, end the lest4-§'heavi1y gbtien-

planning in orientation (of course there iq overlap).

For each of these categories, many specific exercises exist.
Different trainigg/edqeatioﬁ tactics will be more or

less appropriate or useful for each of these sets of goals

or outcomes; some have mutliple utility. Written and audio-

visual materials about race relations, for instance, may be

,most pertinent to outcomes of new information. 'These.same

materials may not be quite so useful for putcomes of new

change roles and activities, but presentations of theories

and strategies of change might be. sensitivity/encounter s

R bad
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.-groups.and role playing/simulations are'exauplea of more
emotionally intensive tactics. By‘theuselvas. axarcises

. of this sort may create overload: wlien blended with the
information-based tactica they may be very powarful in affect-
ing changes in attitudes or behavior. Tactics of data .

' feedback and team problem-solving or planning are essential

e e

for attaining outcomes related to active change roles. wWithout

— ‘these elements, the program design maintains a sole focus -
on individual- learning, not axplicitly connected to the back-

home or organizational settings. When colleagues who work' c

together plan together, they can start to support new

behaviors. roles and change activities.

No one knows the most appropriate mix - of tactics, ‘nor

.exactly which tactics (and a11 their subparts in particular)

‘will work best for which outcomes. But the various combina-

tions af tactics should be planned iu terms of our experiences

and guesses about their relevance for our unique program

L4

goals. - : _ * N , e 5

8. \Fonditions for Ou-GoingPersonal Change |
| I have'stressed t'he p‘rimary utility of race education/ .
training as a device for opening the possibilities for in-

' dividuﬁi change on racial mafters. 'But it doesn't always
work, it doe§n‘t alwavs lead to changed attitudes. And
.even if 1t does,‘then what? ‘w§ are :all familiar with attitude
changes or good intentions that fail to be realized in new

behaviors. And we are all familiar with new behaviors that
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" fail to be sustained ovar time. Let us consider both these
1 ‘{ssues in some detail, because there is no §oing tc a "good™ "

1 - program design if it fails at these, levels of implsmentation

[ over tims. Upder what conditions '111 pcrscnal changes ini-"' '

of

tiated during a race educaticn/trainiag program be traaslatad
into behavicr and acticn that is maintained cver tima?

e 2 Rt

{ The first questicn is how we can facilitate Dew attitudes

baing translatad into new behaviors, tathar than\staying at
. the level of new intyllactive -discourse oOr emotive insight.‘
| Ona'useful step would involve helpin§ program participants
 look at various behaviors. ‘and €o analyze tham.in}terms of
their racism, thus to undarstand whaf.behaviors may  be
associated with new and less r?cist (or. anti~racist) ‘attitudes.
It has been my.experieace that'manY_Peoplé,émyself included,
- haye been surprized at times to discover the racismiinherent
in actions and behaviors we cﬁcestﬁought were absolutely '
' jinoffensive " Many of us noc have learned about the passive
. racism entaﬁled -in white reluctance to confront other whites
racism, in'the,endless desire to listen to minorities explain
| their ;ituation, in the patronizing gesture of "some of my
best friencs_are"; or "do you all. . .". ‘One step ‘'on the
S road to anti-racist behavior is the undetstanding of what
behaviors aay be asscciated,with anti-racist attitfides, so
as to fill thc vacuum left cy theﬂrecoénitioﬁ and elimination

g ‘ ‘\ .
of racist behaviors. Another useful activity in this regard

Aruitoxt provided by Eic:
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" be that,whf%es have not yet learned what constitutes non-

y might.well be to rolie play a variety of situations, i‘g;r-

actio?sfbetween whites and ﬁinori;ieé,*'or among whiggs.  i ‘1}
wbhe~examinat£6ﬁ éf'spécific situaéions hélps_provng.qu L
' Séhavio:al cues program participants can hgiid off in'gheir_:q

awh.egtorts»at new behaviors,\'whrouéhout'this discuss;oq )

I have made the-assumption that racist behavior may persist .

- ‘ it A Y

even whenirac;st attitudes have been alg&?hd; one reason may
racist behavioé.**‘a
| Thé’second question is in many wi&s even more inter-
esting. .\. under what conditions can changesg initiited o/
during a race education programfﬁe maintained over time2//
One of the most impértant conditions_fcr changes to per~
severe is -constant reinforcement and support for new be-

+ haviors frém other persons. . . éami;y membérs, friends,
65~workers, Peers., etc. beople yho know the changes being
uﬁdertaken gnd whé encourage individuals to practice Cchanged

" behavior back on the Job, in the family,,etc, can be very

useful. Many research findings stress the potent effects of |

*Several mirorities pPreferably, because the issues are somewhat °
. different in white interactions with blacks as comparad with Chicanos,
or Native-peoples .or Asian-Americans. 1In fact, one element .of racism
is evident in the ready assumption.that all-minorities are alike,
and that what is non-racist behavior vis~a-vis blacks is alsc non-
racist behavior vis-a-vis Chicanos. Not-true! SN :

**As indicatled previously, although the attitude-behavior link

is interesting and important, it is\not all important. Inten- .
tions or attitudes are- only one part of the puzzle, and re-

&ducation oz confrontation of behavioral racism-can occur -
*with or without aittention to"underlying" attitudes,

- - 98-
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"be able to‘adopt more aggreséive and initiating stances

the peer group and peeriporms.on thé‘possibility of behavior
cbange.(Ewens and B:lich; 1972; Katz and Kahn, 1966; Petti-
grew, 1959). | -
]  However, one of tbe complex issues in the réihtionship
between tho individual-and he:/hts peer group is that each .
pe;top-nay bo;ong,to sevtral peer groups, and th‘he groups~
may_hava'diffetgnt effects on her/his'pehaﬁior. For instance, '
bashevsky (1976) réborts-On a series of early studies wherein ~
white workers eviaepced conslderable acceptance of blacks as |

co-workers and co-union mambers, but did -not generally
accept them as neighbo:hood members.

Ohe way tp,work on these issues is to make the in-
dividu;f's peer groups'(or referent;groups)'a focus of
concérn in thb *ace education proqram. Not only can the
program help people examine ‘the norms\of grpups to which
they beléng, but it also could highlight processes of conflict

and ggmpromiée the person must cope with in living among these

' diverse groups. To the extent people can share the dilemmas

~and binds they experience in such peer settings, they may
Ny . ..

'

toward peer'norms. Another approach is to create gew'pegr

groups'within a training/education program. Sustained ccntact

.and collaboration within‘supportivé horms could be the

4

e . \

’*s;mllar flhdlngs have been reported ty Musick (1974),

in his study of the variations in white worklng class
peoples' attituces toward raclal issues in neighborhood,
school and workplice. .
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beginning of new patterns of later association and exchange.
. In addition to interpersonal supports, a second con-

dition for engoing change is institutional and organizational

supports that can reintcrce the changes initiated in an
'jawarenisa , Program (Buchanan 1967: Schmuck 1968) Riwards.

such as incraased salary, public attention, or new. tasks and :
- new roles‘ may be very meaningful motivators for change. So

may organizational norms or- policies that promote social '

justice, and definitions of appropriate behavior that

include anti-racist actions. Many reports of school de-

' segregation, for instance, have stressed the importance )
of active and forthright leadership by the superintendent
and school board (Crain, 1968; United States Commission

~on Civil Rights, 1976). Y . :

Positive reinforcement is meaningful, no doubt, but so

is negative reinforcement. Thus, an important feature of ‘
the organizational reward structure could be negative sanctions
Oor punishments for non-changed behavior or for racist actions

- or policies. The‘organization could withhold raises, promo-
tions and privileges for members who do not alter their perscnal

. racist behavior,” or for superVisors who d® not alter raCist
»

.

structures within their corporate units work groups, \\’
classrooms, Or agency subsections. As Trrandis has arqued,
we must "create institutional arrangements i) which exploita~

| tive behaVLors are no longer reinforced (qtot;d in- Katz, - '

1976, p. 8)".

@




) i A third major conﬁitiog‘fdr oh-going ge;ccﬁal chQﬁ%eﬁis; R
i< for the lassons of the edméim/t:aumg program to be linkéd °

.'jl . §to thc.individual's own conception of his ‘or her- cclf—tatot- _fl,"‘

R est with :egand to. racn relaticnc" It is highly‘unllknly T
I pcople will behave 13’ vays thcy fccl are at variance with © <

' thaiz cwn.WQJfarc.f Thus, many abstract concernsﬁabout gy

fﬁﬁJ 1? : :ality. dGNocratic behavior, égalitarianism, or social jus-k

]

tice simply arc nat acted out’ ‘in practice; Thia gap bctwaon
txagt moral valncl and’ aclf-intcrested actian is‘.The

::Q " , gAmeg; Dilemmc\\:vIt may be a product of accuxate informa-
1 , tion about. wélfarh, or. inaccurate infbrmation spu:red
.'L . bg‘ignorance}‘nyth,.y .' ingrained assumpticns or acceptance

{ |, et thevsﬁatus qud;és\i £ "izhtiéncl rewvards
‘ »certcihly might aiécr;individual Self-interesﬁ,”
| way fc: new behaviofs.‘ But if the educaticn/trazning pro-—
~e gram has presented.only a .series of moral imperatives, not
linked to new form; of self-interest, then this. condition
.'smpfy cannot be met. o |
one way such links may be made is if a program helps

P

B : people distinguish between,'immediate advantages" and 'lcng
{ "/pange advéntages;‘:,rhe obviops advantages middle olass whites

{ . . .

s *T referred earller ‘to tHe alteration oﬁ.perceived self-inter-.
est as one of the major assumptions (# 4 on p. 22-25) about how change
occurs, and to Katz' (1960) insightful discussion or- the psychic

- functions of attitudds, especially to some attitudes' instru-

4 mental function. in helping the individual achieve or sustain
material and symbolic status-and security.

-
|
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; \;}i _ alter racism.

feel in maintdining their own position of privilege vis-a-vzs .

blacks ipd other minority people can be compared to the ways
suoh pPrivilege may doom minorities and the majori*y to an
eventual holocaust of socia{ grisis and disorder.' In the
long-range view, white-self-interest of a survival character
may help bring about change in race relations. A progreﬁ?
might also analyze structuree of social privilege, 80 as to
help white working class and middle class people understand
how their own self-interests are wedded fo the reduction of
power.and privilege controlled by white elites. New be-
heviorS'resulting from those changed perceptions could

»

To eummarize; there seem to be several ways in which
A . .

an education program might demonstrate to whites some of the
advantages or, payoﬁfs to them of adoptla9 new behaviors
around race relations. (1) by stressing tgéfrelationship

s*‘;

between new behavzors and valued organizatﬁenal outcomes, 2

.sgc' ' ed. gofit or quality of serviees, Or increased

stability in its internal environm&nt* (2) by b;ressxng the

=~ relationship between new behaviors and organizational rewards

!hat might take the form of promotions to higher status,
greater pay, special recognition, etc.; (3) by Stressing
the- relationship between new behaviors and one's self-esteem
as a member of a demq_cratic .community; (4) by stressing

the relationship between new behaviors and the reduction of

those tenSions (and perhaps. guilts) that accompany tbg
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£eeiing of sitting on top of a social. powder keég; (5) by

- ‘stressing the relationship between new behaviors and the .

‘ -2 ability to gain :ewards now mnnopolfked by a small group - - e

- of highex status. whites (1owar taxes, control of opportuni-

- f e tiu. ‘leigure, etc.). These va:ious fom of. danonst:ablc
* | «celt—intarest mirror the kinds of resouxces discussed in

the hection Assgggtions about social change. To the extent
they guide race education programs they may help make them

more effective in-appealing to whites’ tational sense of the
payoffs of change. To the extent they are demonstrated

to be effective in an education program they may actually 2
help motivate and maintain change. To the axtent that

organizations really can gain and payoff,in terms of new,
# ' rewards for grodps and individuals, new racial behaviors
1 may ‘be maintained over time.
In addition to support and reinforcement from persons
and organizations, community support in the form of new laws,

governmental policy and neighborhood development activities

is the fourth way we could encourage greater individual
efforts to reduce racism. Some environmental suppotts may

ne generated within the training/education setting,itself,

if people frem theesame comnhunity setting are pkesent tcgether.

They could use the -program as a base for planning political

Q'- " action to alter their community environment. | -

- o -

AS
9. Links to Organizational Change

A central qnestion for all concerned with altering the
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racist(character of American society is what will happen

if our race education/training programs are successful’ '

1f changesain individual racism Such as we hsve been dis— | CO

l e 'cnssing do occur and are maintained, what then? - Can chcnged S
- persons make a difference in traditional organizations and | _' |
in the- tradftional society? or ara all our efforts futile - ,
if they begin and end with attempts at chsnging individuals? - .

These are critical. questions, and in their answers

‘* rests any final justification for race education/training.

1‘Por racism is not atemporary social problem, nor an aberration
on the otherwise just and fair American 1andscape, nor simply
a problem in our minds and hearts. Racism is a deeply
rooted part of our entire national-international stsucture;

" our current economic and political systems maintain it (some %
say require it for stability) and our culture justifies it. , {:
Unless institutional and communi ty practices are “altered,
we will not be able to alter the ‘racially unequal distribu-
tioh of econemic, political and social resources and rewvards -
the “"effects or.outcomes” noted in definition #1 on page 3.

‘ Tbere'are‘two reasons for this argument: (l) as I suggested
in the prior section, individual changes will not occur, or

L if they occur they will not be sustained, without corollary | -

institutional change and support; and (2) the most pernicious

and egregious aspects of racial inequality and injustice in

this soczety are not amenable to alternation via individual

action. . . they are part of the structures and norms of

‘ ' ~_ ‘ - 104 - A12
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major institutions and‘commuhities. and change:will take

: place only when those social systems themselves change. ﬂ] ¥
- Thus, institutional and community changes\must occur if racism‘
is to be countarod in any serious way. How can-this occur?

. Although psychological thought and research often p:omo-
tes.the idea that individuals initiate changes that then flow
into oiganizations, most of the more macro social sciences
take a diftesent view. vcﬁﬁnge begins withlnew kinds of
ingtitutions or new kinds of societies, and the_éharacter

of organizational life determines the nature of individual
opti&ﬁs. The organization of rewards and self-interest
persbectives,~the control patterns of'major organizations,

the highly rountinized socialization of individuals, and the
availability of certain ;deologicaL:or cultural belief .,
systems, all deférmi;e the eventual di;ection of individ-
ual/and~socigtai behavior. ,Tﬁus, changes in individual

racial attitudes éévelop Eé a result of insqﬁtuﬁional.changes,
not asla precursor of them. What does this mean for us? At
most, it suggests that if we lack the power and Sklll and

will to change the organizations and commun;tzes in which we
work and play, gl; our other training/education programs are
wasteful distractions. At least, it suggests that aifocus on
organizational change must be part of race training/education
programs. But not included just to help'sustain individual
changes; included because that is where work must be done for’

important things td happen, regardless of inéividual change.

113
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| Several principles of organizational life can be

examdned in the attempt to address thesa issues.’ First, all
‘ organizations are interdependent vith their axtornal qnviron-“”
ment. If they ‘are functioning effectively ‘and properly with-
in the racist American society, they carry within them insti-
tuticnal racism (and sexism and class discrim:l.nation as well).»*
) § 4 thia were not true, those organizationﬁwould be markadly
dov.ant from the rest of the society, doing things in ways

that stood counter to the dominarft racist orientations of
‘nost of our social life. ‘

Second, all organizations are fairly well coordinated,
held together in one of two principle forms. Vbluntary
organizatiéns usually are held together by the common agree-
ment of people who work together for some superordinant
purpose that pleases them all. y t, in each other and
authority, is common. However, most of us spend most of our
time ‘in non?voluntary organizationl, and they are not dependent
upon every individual's agreemeat to'ﬁork together for common
ends. They are held together by our need for,them (employment,
Yital services ,etc.), and the ability of certain groups
within.the organization to manufacture rules apd *egulations

and'to exercise control over others' behavior. Trust is

not nearly as important in non-voluntary organlzatzons, nor

* As indicated in the section of this paper dealing w1th

Diagnosis, 1local data reflect;ng this phenomenon can
be cocllected.

N - 106 -

‘llfi y

3




- ’
A
-

* . . is it a common feature of members’ relation to authdrity.

R The establishment and- exarcise' of institutional power

3 intsgrata divarae subgrngg\qr individual taaks, monitoz output, I
#- A and the liko If institutional authority supporta and maintaina

:? R }:aoian, it is going to bo very dif!ioult to ohange tha organi

: zation without altering that nanagarial powor. : <

Third, all organizations - are vuinarahle to reorganization
of their external or internal environments. No matter how.
stable and aeou:a an organization appears, the power it main-

tains is a negotiable aocial.quality, dependent upon the
predictability, stahility and control of human and material

resources. Alterations 'in raw material inputs (labor,
ienetoy, materials) in internal conditions (division of labor,
. orderly interactions, morale, efficiency), or in the output
F . system (consumer markets, prbfitny services or, products
delivered) will require adaptntions and changes in the organ-
ization itself.
« | A central proposition for organizational change is that the
H character of power in or on ordanizations must change for any

: alteration.to be léhting.* Some people argue that the reor-
ganization of power proceeds only by getting top management

* support for certain kinds of changes. They point out that

*This topic, altering organization dr institutional racism, is
simply too complex to be addressed in detail here; it deserves
- separate and extended treatment. But since it is critical,

{ even this short statiement of the issues may be useful.\
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top managanent rcpresents the legitimate ruling nech;nism ,
" in the organization; thus it is neither proper nor affective
to proctde without top management support. Swch approachel
usually stress organizational davolopmnt" as a’ way to rodru;
the internal pover domains. 'rra.iningproqramoftpnu% o
inthrated with a continuing nriu of data gatharing and |
; ‘ problem solving activities, all oriented toward intra-organizal

~ " tional collaboration and mylti-level participation for .

~%

change. This approach is most consistant with my assumption
#1 about how change occurs, an appeal to the consensual '
interests and democratic values of ruling groups Asee P- 18-19).
" " Others, who perceive top management as only,pne of .
severaf)partisan groups in an organization, are quite prepared:
to'create a chalienge if top management does not support a
anti-racist objectives. Their approach often involves or-
ganizing from below, with large numbers of lower or middle-~-
level pexsonnel trying to generate‘the power to alter manage- o
nent practice and re-allocate power. They aiso may'organize
from the outside, tryinq to mobilize external power .sources to
- affect the digection and state of internal organizational
arrangements. Training programs often lead to or are inte-
grated with preparations for consumer boycotts, product
sabotage, thhholding of key raw materigis and labor,
public exposure, and legal suit or injunctive action. our
recent nistory, particularly'with regard to environmentel

! - - ' .
rather than racial issues, is replete with examples of community

) .

-
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1groups develeping 1nfcsmation and mass energy that renders majos .

T public or private agencies vulnerable to. change. This apprcnch

-.is most consistent with my &ssumptions 4 and 5 abont, how changc »

L /
" . * occurs, an"effort to alter ‘the perceived sclf-interests ot

ruling groups and to mobilize oppressed qrnnps_to gensrate.- -
threats (see pp.22-25)r - | | o
In sdditipn to the alteration of organizetional power
Y ﬁmmw,mwumumugnh,wﬂuahm&mgmmmhm,
communication systems, reward structures and bonndary mnchsn;
. nisms, all represent other possible targets for change. Only
a good diagnosis of institutional racism will guide us to
al1 these places in an crganizaticn,‘snd inform us which
 represents the most appropriate tar&et.‘
1f a race education/traininé program begins to threaten
the organization'srconcept of its own welfsre, or the yelfare
of ruling groups, it can'be.expected that attempts will made
.to eliminate the program or its creators and agents. O'Day
(1974) and Leeds (1969) have eloquently desérzbed sevethl

forms of resistance or opposition organizatzénal leaders uti-

lize in the effort to evade, buffer or suppress changes.

They range, quite naturally, from the attempt to ignore an
innovative proéram, and to withhold importsnt resources’ £rom
it, to attemnts to buy off chanée agents by inviting them and
their minor reforms into manegement ranks. Attempts to intim-

idate or scare off change-agents may include isolating them

from their constituency, or changing their jocb or job location
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vin transfex. And, finally, if those other attempts fail,
ona can defame the character and intentions pof the change _
.ngant, and oxcludo her/hin ffom the organization (via.firing, e
oontract tornination -legal harassment and perhaps
1oga1 action or armst for promotinq d:.sor&er) o

| '.l'hero is no sure means of survival in this kind-of -- -
situation. One way, of ooursq<\:: to stny-out of t;ou;le. P

if we ma¥Ne sure not to threate e .basic interests of people

whoigovnrn or manage major organizations? then there will be ’
nO nesd to survive serious counterattack. Presomably,,that
line of reasoning explains the vast number of race education/
training programs that have been primarily conflict paeifica-

‘ tion or basic information efforts, rather than anti-racism'
undertakings. But if we do elect to becomp fully aware of,
and tnke action oanFhe serious problems of racism that lie
at the heart of white organizational self—interest, the

j basic resource needed for protection is a power base. I

- want to be realistic in repeating that there is considerable

_risk; but I also want to be, realistic in indicating that
there are ways of mediating these risks. Several different
kinds of power may help us be invulnerable, or at least
proiected againit being knocked off: high standing in the
community or organization; good links with friends in top
management; substantial and mobilizabie support in the

minority community (constituency) inside or ocutside the agency

Or organjzation; sensitive information about peoplé and/or
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-can also be support groups to help identify, overcome or .

L

policies. links to news agencies which might publish stories

-

of internally racist politicss etc.

Several xmportant program design elements can Sé'te-‘

.stated ag critical in either the top-down or bottom-up -
“fipproaah to linking, edncation/t:aining to oxganiagtional IR :

changc. Onn-is the use of participants'’ time to do back-hahq
planning fo: how they may create changes in their organization*
while they are working gn changes in themsalvus A second -
mode is to generate intormation and data feadback meéchanisms N

.thatfcan provide specific local assessments of institutional

§é:!brﬁSnce on anti-racism aéeudas..«n third mode would use
‘partigipaﬁts' time to estalish caucus or problen'solving

[ RS,

groups which ngaéaﬁi new patterns 'of interaction among whites,

oz among minorities, or even among meﬁbers'of potential
interracial -coalitions within,thf organization. Upon ,
return-to the organizational environmsnt, these new forms of

hqmogenoﬁs or hete:ogeheous consciousness raising groups

- or political action caucuses could undertake change. . They

mediate risks. Finally, if power in .the hands of whites
usually -also® means that power narrbwly represents other elite
interests (males, atfluent people, etc.), education/gghlnxng

‘designs can anlude building Lnternal-external coalztxons of the

jpowerless who can challenge the narrow raczal, sexual and class

base of institutional power.

«

10. Links,to Community movements for change '

I have asserted that all organizations (and individuals

¢
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as well) exist and operate within a local community context.
'Thus, it seems appropriate to discusssthe impact this contgxt
. may have on the possibilities of personal and organizationdi
| change, Perhaps even more importantly, I want to suggeat
 somd¥ of the ways in QPich aotive eomnunity based movements
rfor aocial ‘change can be a helpful resource in altering .-
and eradicating institutional racism.

I do not believe it is possible to make and sustain
major alterations in individuals" lives without altering
the embracing set 4f social relationships that individuals
axperience in tée organizations apd cofmunities of which they
are a part. This belief necessxtated the section of this
paper titled. Conditions for ongoing ggrsonal change .
To go further, I do not believe it is possible to make and

sustain changes in organizational structures and operations .
without altering the enbracing set of cbmmunity conditions

. in which;the organization operates. Organizetional ‘chahge
programs which ignore this assumption most often treat the
orgenization as if it exists in a vacuum;' And, those
programs usually make only minor and temporary change:\\Snes
not related to community reso Ces, power and values.

If we accept these asse:Zions about organizational

change we would expect our best bets to exist in those qir-'
cumstances wherein community movements to counter racism are

already underway, or can be initiated prior to an educaticn

program. Then these change-oriented community movements .can
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///¥¢ng_energy andgothe: raesources helpful to the organizat;onal

chaage effort.f Inst;tutzonal.racism, after all, exists in

-

the cemmunity’as well as the erganazat;on. whichever comes first,

r
)

both must occhr for laating change o happen N
The:. are several ways -in’ which community based move-
negﬁs for change can be helpful in the effort to alter insti :
tional. raciamm ri:st, they may set the stage by identify
institutional racism as a .problem' by raising this issuve- -

In other cases it has involved g ting the power that
turns a condition? into a notable "problem,” typically by
creating a turmoil or threat that commands attentions* One
reaction to this problem recogaitzon may be for the organiza;
tion or community to call for a.consultant on(race education to
helpvthem ?aepaie a change program.

When it appears that a program of race education might

get underway, an active commnnaty group may also be helpful

in 1egitimating that program or the staff members involved.

' I referred earller to the problems consultants often have in
I\

* maintaining clarity about their clients, targets and constifuencies.

*Something like the apocryphal story of the farme; who whacked
his mule on the side of the head with a 2 x 4 in order to draw
his attention to the need to get movzng and to follow his more
gentle sweet talking or’pressure on the reins. The social
process by which' a condition becomes a problem is well detailed
by Ross and Staines' (1972).

.
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If a consultant on race education can esESblish links with a -consti- *

-~

"~ tuency qroup_in the community she or he may be bettor able to .

2
e wme e 4 .

gain alternative perspectivos on the program and the organization
with which she or he is working.’ In ndditton, such a oonstituency

_— - =

N - f might help protect her or hin_from organizational rosiotanoe .
j tochangeef:em - andthepounuuofdcstnpuve “"‘:,' .
Torganizationnl counter-attack. ; B o j
' . This is an especially important safeguard when the oonsul—-
~ tant is from out-of-town, and therefore lacks sophisticated
_ information about the local community history nnd context
%' . of educational programs. In the case of internal change
i{ '4 &ents, such linkage to oonmunity groups and active pressure
,groups also is an essential resourco. The twin issues are
the same: (1) maintaining contact with an nlternntive,ﬁnon- ®
organizationnl-social‘renlity that may help counter o;ganizn-
tional brainwashing or socinlizntion efforts;onnd (2) maintain-
 ing contact with an nlternative»power base that may help when
resistance and‘confliot aro high.
Community based social noveme t groups may also be able
"to play helpful roles at tnose stages\when ongoing monitoring
or organizational change efforts becomes important Lcng-
o term.monitoring defies the' time-energy demands of most external
;GﬁSultants,and may also occupy too much of the 1nternal\
agent's attention, distracting her or him from initiating
new prqgrams. Such monitoring could be turnéd Over to stable
community groups who have an interest in anti-racism programmlng,
and who may have the time and energy to watchdog this organiza-
tion over time.'
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. Finelly, if organizational change is inextricebly tied-
to'community change. an active c;;munity based movement -.: . .. .
may help set the ccnmnnity conditions for ongoing chsnge in-- -
race rolstions As ‘the conmunity itsels becomes more ®awvare"” TN
of . race relations' issues, end more ccmnitcd to working for - |
recial jnstice (for whstever reasons. . . good vill and j -
'moral commi tments, - feer and threat, enlightened salf~-interest)

] _uorgenizetional ge efforts may elso become easierég .
. (
11. Evnluntion - . v

It is important to conduct periodic evalnetions'of'the .

‘Eetfectiveness of race education/treining programs. Hhon done

well, they can help insure that evaluntors, program designers,'

;‘end clients can specify their goals anﬂéfjgcctives in'ways

thet permit discovering whether any pro§f%gg hasg been.mhde.

Formative evaluations can be done in thé midst of a program,

and they can help re-direct or reorganize training that may

-be missing its mark. Final evaluations can provide an end- 5

of—the-road assessment of. the general effectiveness of programs gs
Periodic and repeated evaluations also can provide

. &
e’continuing diagnostic assessment of the state of inMwidual

or.orgepizationei racism. These data can then be used as a
stimulus for further change; evaluative data not fed back
# © -into the organization to6 continue the promotion.of change
represent a lost opportunity. But feeding back evaluation
data often encounters some‘of-the same problems any inter-

vention entails. In schools, for instance, administrators

iF
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| want oontrol of the dota; they want ‘tos scr‘een i,t :nﬁ present

-4{.._. it _to teachers, students and oomnunit?‘membcrog/\zéﬁis B
;,,otsential for this information to be-demooratizedf¥ tobe “--- ..
) A nodo available to 111 organizationol-portiotpants in a )

. language“and style they . can undog‘;ind aﬁs nso | Othg:wi..,.;

1 tho-ovaluativo-toodbaok process passively :orvos only one |

party's interests in a plural orqanization-usually qanagerial

o s’

interests, o £ T

| Purthermore, ovoluations mqy insure that: na one is -

i zooling anyono about just‘%ow muoh nnniticent cbangegaround
rlce relations may or may not be h3ppening. All tdo oQten, ¢ |
white Amnricans, with some bélp from minorities, bavo pro- :f:.';'..'
nounced themselvos pleased with thq,state of progress around

\ race relations only to discovor that thqré hos been no progreos
after all. Sometimes change agents and organizational

| managars collude to insuré a positive evpluation, regardless

of real programmatic outhﬁes.- The program is pronounoed v
"a success, the change agent's reputation is énhanced, ordan; : , "
~1zational leaders can announco they have aone a good thrng,. ‘ ;.

and evoryone is pleased. Buo why are they pleased’ Has; - '{ o

any change occurred? Everyone who was pa;t of a training/
~ education program ought to. be part of the evaluatron effort,

and-evaulative efforts ought to be done in ways thgt prémote,‘

not inhibit, more change. N

The attempt to evaluate programs as ‘if pojﬁt?cal R
L R : e
neutrality was possiblg’os if‘poLiticaI‘pressures for successh

L
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,f_,ﬁ'A_ or.failure did not exist, is p:tgably fruitless. But the:e.
| | are some safeguards tﬁét tan help in this process. (1) aval-
- vations may be conducted: by third parties, ones not eonnected

1to trainers/edncator'l interests or to clients'’ inte:osts.
| or at least not connected dir y; and (2) evaluations cat
; 3 | be nade public s0 all pa:ties can respond to them. I prc!er-
' the second path because'I am doubtful of the possibilities

" . - of even third party neutrality.* In my'work within.a university
I see many allegedly neutral ‘scientists apd ﬁrogram evaluators
¢ .who have implicitly accepted the frames of rtfe:ence proposed
. . by organizational managers, and by the loosely knit 1ntere¢€/
group of affluent white males who also reprasent most of the
‘social scientific institution. Open and public access to
evaluative data at least assures that conflict over results
can be announced and shgred openly, and not resolved in
" secret by an allegedly neutral observer. It also permits
possible 'whistle blowing” by people who feel important
_truths are being swept under the rug.. Ca
Good evaluations migﬁt'leid to better research on
race gducation/training programs. ' Many of the gquestions
I'have raised in tﬂis'paper cannot be answered on the basis

of knowledge based on theory or on experience. On many of

these issues we are. all flying by the seats of our pants or

*This does ndt mean that such neutrality is impossible. 3ut
g ' I think neutrality unlikely enough that we cught to guard
ourselves against expecting it.
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- kinds of information thit will let us know the answer to-:

some of the thcky'questions raised thfoughopt this paper. :-.

“questions of how to alter self-interest, how to balance ° ~~--7°°

cognitive and emotiocmal inmput, how to develop anti-zacist
peer support groups gmong vhites, how to develop white cr;ji-i
class’ and cross-ethnic coalitions that will support rather
than attack minorities of color, and how to develop and
sustain cross-race coalitioés. That kind of research on

race cducatioh/training'wcqld be more than programmatically
helpful; it would deal with basic issues in. the nature of
race relations in’'America. '

Anyone can heip with this research. It is too
politically sensitive a task to be left solely to ﬁnivn;sities
or"research factories:and to the potential biases inﬁerent
therein. Concerned participants must monitor the way doers

of research are affacted by some of the same race/class/status

~biases reflected in other organizations.

v

But this statement of the need for evaluation and the
need fof research is t&c facile; probably we all agreé, even
though it is far too seldom really done. The more important
question is how do we know when we have done a good program?

What are the criteria for success?* The criteria are related

*In general, the burgeoning field of evaluation research is
struggling with just such questions; thev are not solely perti-
nent to our problems in evaluating race training/education.
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'to‘program goals, and therefore the choice of evaluative

foci must be considered in the context of our discussion

“of goals on pages 11-17 For instance:

.-

2.

3.

Should we ‘svaluate a program on . the basis of parti
.pnnti'rnacticns, announcing a suceess whcn they all
lixed the program? Should atgitudes toward'tho ST
educational experience be the criterion of suc:nal?
Should we evaluate a p:oqrpm.on ‘the basis of rapgrted
change in participants' racial awareness? This would
relate to goals of reducing individual attitudinal

racism. At what level or meaning of lwa:eness would

~Fhat be (earlier I suggested that new informatioﬂ:

nev attitudes and new behaviors were all different
avareness outc¢mas)?'

should we evaluate a program on the basis of obser-
vable changes in participants' behavior? This re-
lates to g&Zis of reducing personal behav;pral
racism, and to active forms of awareness.

Should we e;aiuate a program on the basis of how
whites behave differently foward blacks or members
of other mincrity groups? Or.should we also consider
whites' behavior towards . other whites on racial
matters and issues? This éelates to the priority

we might place on awareness goal #2.

Shoﬁid we evaluate d program on the basis of what

changes occur in the norms, rules, policies of the

¥
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orqanizatxons' participants belong to? Tnis relates
1 - to goals of redpcing behavioral Oor cultural racism
1 - o at the inst;tutional level. it could include o o

'pages. 46-50 . B?v wnulﬂ we know whether these |
changes happenedihy themsqlves or whether the education/
training prog&;m had anything to do with it?
-6 Shnuld we evaluate a program on the baszs of evi-
' dence of diffegent 1e£fects and outcomes” in the
' a.distribuﬁien or‘keyvreseuxces and rewards? This

to my finst definition of racism - at the
ins 'tntional level. In this context, how can we
assess non-events, ér the non-existence of prior
forms of racism?®
7. When should we evaluate a program? Before its over?
"Right aftexwarés? Sometime later? Can we do it
several times, with a variety of follow-ups?
| 8. Anad what techniques should be used? Can we assume
ther same broad range I discussed in the section on
Diagnosis (case studies; observations, questionnaires,
" events - such as responses to eata feedback itself)?
It is an error, I believe, to evaluate a program solely
on the basis of its internal consistency or the self-reported
Pleasure or pains of ;;rticipants. Our work in race training/
education must be tied to breader‘sociel goals, goals like

the reduction of va*fbus forms of racism and the 1ncreasirof

awareness defined in the opening sections of this paper. Our
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_ ‘selection éf preferréed goals and the level of our commiﬁspent
;‘ ’ to the ellmlnatzon of racism (as opposed to the commi{_ ment -
to run efficient and aesthetically attractive t:aining programs) ,
is the key 1ngrodient'to a meaningful evaluation effort.
. To recapitulata, I hav§7tried to focus on a number of
ﬂimportant dilemmas ‘and issues in race education/training.
‘ The rootf issues in such work deriva from our aasumptions about

{ +* the importance of race relations and racism in our society, and

our contrasting assumptions about the role and meaning of
education/training programs in changing social conditions.,

I began this review with several alternative definxtionl of
“racism” and "awareness®" and several alternative statements

of personal and organizational or soéiétal goals for race
education/training. Then I reviewed severai alternative
assumptions about how change in race relations might occur in
ourselves and otheré, and in the organizations and‘éociety in

i which we work and play and live.

1 | . Subsequént to these contextual or assumptive exploratiomns,

h the paper focusses on some more specific and programmatic

B dilemmas, such as:

Who are appropriate agents or staff for training/

. education and change? Wh;t are important Yoi

1 gualifications? 1Is race? IS po}it;cs? What |

' institutional bases déschange agehts operate
from? What are the different options of internqi

v. external stafi. What degree cf professionali-

- 121 - l
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J-'.
zation of the network of race relations educators/

trainers seems most usefal? How can we increase

the level of sharing amongst those of us active
©© - in this field? | .
What are the. critical celemants of a contract for a

training/edycation program? Who sets the program

-903137 Who are the appropriate parties to a
contract-change agents, clients, targets, eto 2
How is accoo;tability maintained in performance?
And to whom is the staff. accountablo? ‘What
controls does‘the educator/trainer have over
the contract? )
B What should an organizational diagnosis include? And,
Y o what are the critical elements of individual
) . , :
diagnoses? How is it done? How can diagnostic
datd be utilized in the race'edncation/training
4 program? |
. What are some.important‘componentsrof a design? What
if participants have varied or confljcting goals?
Bow do whites learn best about racism? What
cognitive or emotional tactics should be tried?

What sequences of events work best? How can

we demonstrate authorities' support of the program?




e e - ‘- . Y T S
-- - How can we insure maximum efﬁlct of a race training/

- @ i es . ———— a s A 4 = . e . . . - -

-

education program on oﬁgoing peréonal change? A
How are new attitudegs translated into new |
behavior and sustained over time? What kinds
of-conéinuing-porsonal and organizational |
;upport for such change can be created? How
can the program design aid the‘developmont of

| support groups?

ﬁow‘can trainipg/edueation progra@s have impact on |
organizational change? is that a totally
different,sttategy for reducing racism, or isy
there overlap with training/education for
individuals? Can individuals change (or

- sustain change) qithoﬁﬁrorganizational changes?
How do some organizations resist change?’

How can we mobilize community support fot'rﬁce relations
education? What roles can active commﬁnity |
groups play in facilitéting and sustaining
organizational change?

What are eésqntialléomponentg of an evaluation? Are
there different evaluative criteria? How o

" can we use an evaluation? - Are other kinds of
research or "evaiuation research" useful?

The number and importance of unanswered questions is

impregafv% But so is the entire enterprise of race education/

training; especially when we ®onsider the vast social forces

- 123 Ir}l .



. i:rayeé against 1£s sucpess'and ﬁitigating dgainst positive

- chanées'in the direction of social justice in America. All
. aof us 1nvolvod in this field chviously struggle on, :cgardlcss

' of the £rustrations and tie odds. Our own survival roqt:l.:es
solt-eonsciousneas about the risks we encounter, tho-‘idqggiqns

and cooptations we fac-, the frustrations and burn-outs we
 see around us. Continued efforts ‘to nibble away at the structures
of :acist-privilgge and oppression is the only antidote
to being overwhelmed by the magnitude of éur agenda. - -
i_‘ I hope that the ideas and dilemmas discussed in this
% . papc: have contributed to that process ot‘nihbling. And I
hope that as a reSult of our convarsatiana together we are
already wiser than I have been in the_prglimﬁmary statements
of.dilemmﬁs and designs included here:
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